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EVOLUTION OF ADMINISTRATIVE AND SUPERVISORY THEORY
S ta tem en t of the  Problem
The problem o f  t h i s  s tu d y  was to  de term ine  i f  th e re  were common 
a d m in i s t r a t i v e  co n ce p ts  in  im p o r ta n t  t h e o r i e s  o f  t h r e e  d i f f e r e n t  e r a s .
Summary
A l l  major a d m in i s t r a t i v e  t h e o r i e s ,  p a r t i c u l a r l y  th o se  of 
S c i e n t i f i c  Management and Human R e la t io n  t h e o r i s t s ,  c o n ta in e d  common 
co n ce p ts  and b e l i e f s .  Each m ajor S c i e n t i f i c  Management t h e o r i s t  was 
m ain ly  concerned  w i th  p ro d u c t iv e  e f f i c i e n c y  o r  o u tp u t .  Each t h e o r i s t ,  
however, made c e r t a i n  p r o v i s io n s  f o r  the  m ee ting  of w o rk e rs '  human needs 
a t  work.
A l l  m ajor Human R e l a t i o n s  t h e o r i s t s ,  who r e a c te d  a g a i n s t  the 
p r a c t i c e s  and co n ce p ts  o f  S c i e n t i f i c  Management t h e o r i s t s ,  were c h i e f l y  
concerned  w ith  the  s a t i s f a c t i o n  o f  w orkers  b a s ic  and h ig h e r  human needs 
and d r iv e s  a t  work. P ro d u c t iv e  e f f i c i e n c y  was re g a rd e d  as  secondary  to  
the  p ro p e r  c a re  o f  w orkers  a t  work.
B eh a v io ra l  o r  modern a d m i n i s t r a t i v e  t h e o r i e s  were m ain ly  a 
c o n c e p tu a l  b le n d in g  o f  c e r t a i n  S c i e n t i f i c  Management and Human R e la t i o n s  
t h e o r i e s .  The humane, w o r k e r - o r ie n te d  Human R e la t i o n s  t h e o r i s t s  were a 
g r e a t e r  in f lu e n c e  on b e h a v io r a l  t h e o r i s t s  th a n  were the  more im p e rso n a l ,  
m echan ica l t h e o r i s t s  o f  S c i e n t i f i c  Management.
The on ly  a d m in i s t r a t i v e  c o n c e p ts  employed by s e l e c t e d  t h e o r i s t s  
o f  a l l  t h r e e  e r a s - - S c i e n t i f i c  Management, Human R e l a t i o n s ,  and 
B e h a v io ra l - -w e re  conce rn  f o r  p ro d u c t iv e  e f f i c i e n c y  and concern  f o r  
w orkers  a s  humans. The m a jo r i t y  o f  S c i e n t i f i c  Management a d m in i s t r a t i v e  
c o n c e p ts  rem ained i n t a c t  w i th in  t h a t  e r a .  However, th e  m a jo r i t y  of 
Human R e la t io n s  a d m in i s t r a t i v e  c o n c e p ts  were adop ted  and m o d if ie d  by 
b e h a v i o r a l ,  modern t h e o r i s t s .
C onc lu s ions
B efore  th e  tw e n t ie th  c e n tu r y ,  c e r t a i n  a s p e c t s  of c o d i f i e d  
a d m in i s t r a t i o n  c o n s i s t e d  o f  the  works o f  European C a m e ra l i s t s  and 
American le a d e r  Woodrow W ilson . No r e l a t i o n s h i p  was found between the  
c o n ce p ts  o f  th e  C a m e ra l i s t s  and W ilson and l a t e r  a d m in i s t r a t i v e  t h e o r i e s .
S c i e n t i f i c  Management c o n c e p ts  and b e l i e f s  were s y n th e s iz e d  
o r  a l t e r e d  by Human R e la t io n s  t h e o r i s t s  whose main concern  was m ee ting  
w o rk e r s '  human needs a t  work th rough  m a n ip u la t io n  o f  c o n d i t io n s  o f  
work. S c i e n t i f i c  Management t h e o r i s t s '  main i n t e r e s t  was m a n ip u la t io n  
o f  w orkers  to  produce g r e a t e r  e f f i c i e n c y ,  and th e  m echanics of the  
p ro d u c t iv e  p r o c e s s .
In  the  modern, b e h a v io r a l  e r a ,  Human R e la t i o n s  and S c i e n t i f i c  
Management c o n c e p ts  were combined w ith  th e  id e a s  o f  modern t h e o r i s t s .  
C u r r e n t ,  modern t h e o r i s t s  p la c e d  g r e a t e r  em phasis on Human R e la t io n s  
c o n c e p ts  th a n  they  d id  th o se  of S c i e n t i f i c  Management. In  the  B e h a v io ra l  
e r a ,  p ro d u c t iv e  e f f i c i e n c y  was g e n e r a l ly  reg a rd e d  a s  secondary  to  the 
m ee ting  o f  w o rk e rs '  human co n ce rn s  a t  work. N a tu r a l l y ,  however, each 
c u r r e n t  t h e o r i s t  was concerned  w i th  productive , e f f i c i e n c y ,  the  m ajor 
p re o c c u p a t io n  o f  S c i e n t i f i c  Managers.
D i s s e r t a t i o n  d i r e c t e d  by Dr. C h a r le s  W. B u r k e t t ,  Dr. C e c i l  N. 
B la n k en sh ip ,  Dr. F loyd  Edwards, Dr. Gem Kate G ren in g e r ,  and Dr. James 
Odom.
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Chapter 1
EVOLUTION OF ADMINISTRATIVE THEORY 
INTRODUCTION
Theory has  two b a s ic  u se s  in  e d u c a t io n .  I t  may se rve  as  a 
h e lp  in  o rg a n iz in g  knowledge s y s t e m a t i c a l ly ,  and i t  may be used as 
a gu ide  f o r  r e s e a r c h .  Thus, th e o ry ,  a l o g i c a l  though t p ro c e s s ,  may 
a id  th e  e d u c a to r  in  b e t t e r  u n d e rs ta n d in g  and d e s c r ib i n g  r e a l i t y .
G enera l th e o ry  may be formed in  th e se  ways: by com piling
e x p e r im en te r  o b s e r v a t io n s ;  by s y n th e s iz in g  o r  b le n d in g  survey  
r e s e a r c h ;  by a d a p t in g  c o n s t r u c t s  from o th e r  d i s c i p l i n e s ;  and by 
d e d u c t io n .  Theory, a s y s te m a t ic  way o f  o rg a n iz in g  e x p e r ie n c e  and 
knowledge, i s  the  beg in n in g  and ending  o f  s c i e n t i f i c  i n v e s t i g a t i o n .
When viewed as a s e t  o f  r e l a t e d  p r i n c i p l e s ,  i t s  v a lu e  to  a d m in i s t r a t io n  
becomes o b v io u s .^
E f f o r t s  to  c r e a t e  u s e f u l  th e o ry  in  e d u c a t io n a l  a d m in i s t r a t io n  
have been h in d e re d  i n  a t  l e a s t  th re e  ways. F i r s t ,  th e  meaning of 
th e o ry  has  n o t  g e n e r a l ly  been c l a r i f i e d .  Second, many a d m in i s t r a t o r s  
have confused  th e o ry  w i th  taxonomies o r  o r d e r ly  c l a s s i f i c a t i o n s .
lH a ro ld  Koontz, e d . ,  Toward A U n if ie d  Theory of Management 
(New York: McGraw-Hill Book Company, 1964), pp . 242-43.
^R obert G. Owens, O rg a n iz a t io n a l  B ehav ior  in  Schools  
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), p. 44.
1
F i n a l l y ,  th e r e  has  e x i s t e d  u n c e r t a in t y  among e d u c a to rs  as  to  the e x ac t
domain o f  th e o ry .
Theory c o n s t r u c t i o n  r e q u i r e s  c r e a t i v i t y .  Theory may be broad
and com prehensive or narrow  and s p e c i f i c .  Theory has v a r io u s  meanings
3
and i s  n o t  e a s i l y  s ta n d a rd iz e d  or c h a r a c t e r i z e d .
THEORY
Sound th e o ry  i s  n e c e s s a ry  i f  a d m in i s t r a t o r s  a re  to  be most
e f f e c t i v e .  U se fu l  th e o ry  shou ld  c o n ta in  q u a l i t y  o b s e rv a t io n s  o f  many
r e s e a r c h e r s . ^  O b se rv a tio n s  used  in  the  b u i ld in g  o f  th e o ry  shou ld  be
f a c t s ,  the  b a s i s  and r e s u l t  o f  th e o ry .  In  d e s c r ib in g  a f a c t ,  G u th r ie
w ro te ,  irA f a c t  i s  an ev en t so d e s c r ib e d  t h a t  any o b se rv e r  w i l l  agree
to  th e  d e s c r i p t i o n . "  People w ith  common fram es o f  r e f e r e n c e  shou ld
£
agree  on d e s c r i p t i o n s  which a re  to  be c o n s id e re d  f a c t s .
Theory B u ild in g
B u rk e t t  developed  a p ro ced u re  f o r  th e o ry  b u i ld in g  c o n s i s t i n g  
o f  the  fo l lo w in g  s t e p s :
1. F i r s t ,  d e f in e  th e  s p e c i f i c  a r e a  f o r  c o n s id e r a t io n .
2. I d e n t i f y  w eaknesses o f  e x i s t i n g  th e o ry .
3. W rite  a v a lu e  o r i e n t a t i o n  to  g a in  p e r s p e c t iv e .
Andrew W. H a lp in ,  e d . ,  A d m in i s t r a t iv e  Theory in  E duca tion  
(C hicago : The U n iv e r s i ty  of Chicago P r e s s ,  1958), pp. 4 -5 .
^Roald  F . Campbell and R u s s e l l  T. Gregg, e d s . ,  A d m in is t r a t iv e  
B ehav ior  in  E d u ca tio n  (New York: H arper and B ro th e r s ,  I n c . ,  1957),
p .  360.
^Edwin R. G u th r ie ,  " P sy c h o lo g ic a l  F a c t s  and P s y c h o lo g ic a l  
T h eo ry ,"  P s y c h o lo g ic a l  B u l l e t i n , X L II I ,  No. 1 ( J a n u a ry ,  1946), 1.
^Campbell and Gregg.
4 .  S e l e c t  s u i t a b l e  c o n s t r u c t s  and m odels .
5 .  S e l e c t  an a n a lo g u e ,  som ething s i m i l a r  in  n a tu re  and 
f u n c t io n .
6 .  S t a t e  the  h y p o th e s i s ,  d e r iv e d  from th e  Item s 1-5 c o n c e p tu a l  
framework.
7 . F o rm ula te  the  th e o ry ,  b e in g  c a r e f u l  n o t  to  i n f e r  beyond 
th e  known.
8 . T r a n s la t e  th e  th e o ry  in to  p r a c t i c e .  T h is  shou ld  le a d  to  
e m p i r i c a l  t e s t i n g  and a s e a rc h  f o r  th e  b a s i s  f o r  more t h e o r i e s . ^
The s te p s  in  th e  th e o ry  b u i l d in g  c y c le  a r e  p re s e n te d  below.
5. FACT (Law)
4 . THEORY (M ental p la n  f o r  a c t io n )
3. ASSUMPTION (Something taken  f o r  g ra n te d )
2. CONCEPT (M ental image o r  id e a )
1. FACT (Law)
FIGURE 1
THEORY BUILDING STEPS, ASCENDING ORDER
Theory b u i ld in g  i s  p e r p e t u a l  and c y c l i c a l .  Laws o r  f a c t s  g ive  r i s e  to  
c o n c e p ts  and assu m p tio n s .  Theory b re e d s  new laws and e v e n tu a l ly  more 
th e o ry .  The co n ce p t o f  th e o ry  b u i l d in g  as  c o n t in u o u s  i s  f u r t h e r  
i l l u s t r a t e d  in  the  fo l lo w in g  draw ing .
?Based on a l e c t u r e  by C h a r le s  W. B u r k e t t ,  P r o f e s s o r  o f  
E d u c a t io n ,  E a s t  Tennessee S t a t e  U n iv e r s i t y ,  Johnson C i ty ,  T ennessee , 
June 26, 1974. P e rm iss io n  to  quo te  g r a n te d .
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FIGURE 2 
THEORY BUILDING CYCLE
Theory b u i ld in g  i s  an " I f - ^  Then-^ T h e re fo re "  s y l lo g ism  o r  p la n .
In  th e  b u i ld in g  of th e o ry ,  i f  c e r t a i n  th in g s  a r e  t r u e ,  then  o th e r
Q
th in g s  may be t r u e ;  t h e r e f o r e ,  even  more t h in g s  m ight be t r u e .
An im p o rtan t  id e a  in  th e o ry  b u i l d in g  i s  t h a t  when c e r t a i n  th in g s  a re
done, p r e d i c t a b l e  r e s u l t s  l o g i c a l l y  f o l lo w .  The t e s t  o r  adequacy of
9
th e o ry  depends m ain ly  on i t s  p r e d i c t i v e  power.
Theory Uses
Theory may be e n t i r e l y  p r a c t i c a l ,  and i t  may be used  f o r  
c r e a t i n g  new th e o ry .  The g r e a t e s t  b e n e f i t  o f  th e o ry  to  a d m in i s t r a t i o n  
i s  i t s  gu idance  f o r  a c t i o n . ^  I f  th e o ry  f a i l s  to  p ro v id e  adequa te  
gu idance  f o r  a c t i o n ,  i t  i s  o f  no p r a c t i c a l  u s e .  E d u c a to rs  shou ld  use 
th e o ry  a s  s k i l l e d  p h y s ic ia n s  use  r e s e a r c h  th e o ry  in  the b i o l o g i c a l  
l a b o r a to r y .  School p r i n c i p a l s  shou ld  be cap a b le  o f  d e v e lo p in g  and 
u s in g  s p e c i f i c  th e o ry  f o r  so lv in g  s p e c i f i c  problems.'*''*'
® Burkett.
^ B u rk e t t .
^ C a m p b e l l  and Gregg, p .  364. 
•*• ^ Campbell and Gregg, p .  364.
5Theory i s  u s e f u l  to  a d m in is t r a to r s  in  making s h o r t- ra n g e  
d e c i s io n s ,  each  o f  w hich c o n t r ib u te s  to  lo n g -ran g e  s t r a t e g i e s .  Theory 
may be u sed  in  t h i s  way o n ly  i f  th e  a d m in is t r a to r  o p e ra te s  w ith in  a 
th e o ry  fram ew ork, n o t h i s  own common e x p e r ie n c e . A ccording  to  Bakke, 
" S tr a te g y  has  to  be based  on p r in c i p le s  and n o t s o le ly  on im m ediate 
a d v a n ta g e ." ^
Theory may be used  in  p r e d ic t in g  r e s u l t s  o f c h o ic e s ,  and th e  
a d m in i s t r a t o r 's  e t h i c a l  system  sh o u ld  e n a b le  him to  d ec id e  a co u rse  
o f  a c tio n .'* -3 M il le r  su g g es ted  th a t  one m easure o f  th e  v a lu e  o f  th e o ry  
was th e  deg ree  to  w hich i t  p o in te d  ou t new know ledge. ^
A d m in is tra tiv e  b e h a v io r  i s  made c o n s i s t e n t  by th e o ry  b ecause  i t  
h e lp s  a d m in is t r a to r s  know w hat to  e x p e c t in  g iv e n  c o u rse s  o f a c t io n .  
T h e o rie s  a re  g u id e s ,  n o t n e c e s s a r i ly  s o lu t io n s  in  th e m se lv es . 
A d m in is tra to rs  shou ld  use  th e  th e o r ie s  o f  o th e r s ,  w h ile  add ing  and 
t e s t i n g  t h e i r  own.'*"*
Three m ajor p e r io d s  o f th e o ry  c o n s t r u c t io n  took  p la c e  in  th e  
tw e n t ie th  c e n tu ry . The f i r s t  was S c i e n t i f i c  Management w hich was 
dom inated by F re d e r ic k  W. T a y lo r , H en ri F a y o l, and Max Weber. I n ­
d u s t r i a l  e f f i c i e n c y  was th e  p rim ary  theme o f S c i e n t i f i c  M anagers.
The second m ajor e r a  o f  th e o ry  c r e a t io n  was Human R e la t io n s .  
Though Mary P a rk e r  F o l l e t t  was th e  f i r s t  n o ta b le  exponent o f Human
1 9E. Wight Bakke, O rg a n iz a tio n  and The In d iv id u a l  (New Haven: 
Y ale  U n iv e rs i ty  P r e s s ,  1952)7 P»
13Bakke, p . i i .
James G. M i l l e r ,  "Toward A G en era l Theory fo r  th e  B e h a v io ra l 
S c ie n c e s ,"  The Am erican P s y c h o lo g is t , X, No. 9 (S ep tem ber, 1955), 522.
^ B u r k e t t .
R e l a t i o n s ,  th e  s tu d i e s  o f  E l to n  Mayo a t  th e  W estern  E l e c t r i c  Hawthorne 
P la n t  in  Chicago c r e a te d  the  f i r s t  l a s t i n g  i n t e r e s t  in  the  s u b je c t .
C h ie f  co n ce rn s  o f  Mayo's r e s e a r c h e r s  were w orker m o ra le ,  group dy­
nam ics ,  p e r s o n n e l  r e l a t i o n s ,  and b e h a v io ra l  a d m in i s t r a t i v e  c o n c e p ts .
The t h i r d  and f i n a l  p e r io d  of th e o ry  c r e a t i o n  was the  b e h a v io r a l  
e r a .  C h es te r  B a rn a rd 's  w r i t i n g s  m o t iv a te d  much c u r r e n t  s t r u c t u r a l i s t  
t h e o ry .  S ince  1950, much a t t e n t i o n  in  th e o ry  r e s e a r c h  h a s  been devoted  
to  th e se  a r e a s :  r e s e a r c h  m ethods, t h e o r e t i c a l  c o n c e p ts  of o r g a n i ­
z a t i o n a l  b e h a v io r ,  and s p e c i a l i z e d  b e h a v io r a l  knowledge in  s p e c i f i c  
d i s c i p l i n e s .  The ''new" in  a d m in i s t r a t i v e  th e o ry  may c o n s i s t  o f  a 
com bina tion  o f  c e r t a i n  S c i e n t i f i c  Management and Human R e la t io n s  
i d e a s . ^
THE PROBLEM AND SUBPROBLEMS
The problem was to  de term ine  i f  t h e r e  were common a d m in i s t r a t i v e
c o n c e p ts  in  im p o r ta n t  t h e o r i e s  o f  th r e e  d i f f e r e n t  e r a s .  The problem
was used  a s  a t o t a l  s tudy  u n i fy in g  theme o r  t h e s i s .
The subproblem s a ro s e  from an ex am in a t io n  o f  th e  problem . Each 
subproblem  was a r ra n g e d  c h r o n o lo g ic a l ly  a c c o rd in g  to  i t s  appearance  in  
th e  s tu d y .
The f i r s t  subproblem was to  de te rm ine  i f  t h e o r i e s  of the
C a m e ra l i s t s  and Woodrow Wilson a f f e c t e d  l a t e r  t h e o r i e s .  A l l  r e l a t e d
w r i t i n g s  to o k  p la c e  b e fo re  the  tw e n t ie th  c e n tu ry .
■^Owens, O rg a n iz a t io n a l  B ehavior in  S c h o o ls ,  pp. 8-11 .
7The second subproblem was to  de te rm ine  w hether S c i e n t i f i c  
Management t h e o r i e s  were changed in  the  Human R e la t io n s  e r a .  S e le c te d  
w r i t i n g s  from abou t 1910 u n t i l  1935 were examined in  t h i s  i n v e s t i g a t i o n .
The t h i r d  subproblem was to  de te rm ine  i f  Human R e la t io n s  
t h e o r i e s  were a l t e r e d  in  th e  b e h a v io r a l  e r a .  The h i s t o r i c a l  p e r io d  
from abou t 1950 u n t i l  1970 was in v e s t i g a t e d  in  answ ering  t h i s  q u e s t io n .
The f o u r th  and f i n a l  subproblem was t o  de te rm ine  i f  the  
a n te c e d e n ts  of b e h a v io r a l  t h e o r i e s  were t h e o r i e s  of S c i e n t i f i c  
Management and Human R e l a t i o n s .  This  q u e s t io n  was a d d re s sed  and 
answered in  C hapter 6.
IMPORTANCE OF THE PROBLEM
A rev iew  of th e  a n te c e d e n ts  of a d m in i s t r a t i v e  th e o ry  r e v e a le d  a 
need  f o r  r e s e a r c h  i n t o  th e  s u b je c t .  Lack o f  in fo rm a t io n  on th eo ry  
evolvem ent f r u s t r a t e d  th o se  seek in g  u n d e rs ta n d in g  o f  the o r i g i n s  and 
grow th o f  th e o ry .  A v a i la b le  m a t e r i a l s  on th e o ry  development were 
f rag m e n ta ry  and u n r e l a t e d  i n  c o n te n t  and sequence . L i t t l e  o r  no 
a t t e n t i o n  in  c u r r e n t  l i t e r a t u r e  was g iv e n  th e  a n te c e d e n ts  o f  th e o ry  o r  
p o s s i b l e  r e l a t i o n s h i p s  among t h e o r i e s .  A s tu d y  o f  th e o ry  r e l a t i o n s h i p s  
shou ld  h e lp  f i l l  t h i s  h i s t o r i c a l  and e d u c a t io n a l  v o id .
There e x i s t s  i n  e d u c a t io n a l  a d m in i s t r a t i o n  a need f o r  th e o ry .  
The n a tu re  and d i r e c t i o n  of many a d m in i s t r a t i v e  d e c i s io n s  c l e a r l y  show 
t h i s .  C l a r i f i c a t i o n  o f  th e  a n te c e d e n ts  o f  th e o ry  and the  p ro v is io n s  
o f  ways i t  may be u sed  shou ld  improve d ec is io n m ak in g .  G e n e ra l ly ,  
t h e o r i e s  u n d e rg ird in g  e d u c a t io n a l  a d m i n i s t r a t i o n  a re  vaguely  u n d e rs to o d  
by a d m i n i s t r a t o r s .  R ep o r t in g  th e  a n te c e d e n t s  and e v o lu t io n  o f  th e o ry ,  
and th e  works o f  m ajor t h e o r i s t s ,  shou ld  s t im u la t e  more f r e q u e n t ,
w is e r  use  o f  th e o ry .  H i s t o r i c a l  e v e n ts  may have s t im u la t e d  much 
th e o ry .  For exam ple, th e  main im petus f o r  S c i e n t i f i c  Management may 
have been th e  a c c e l e r a t i n g  I n d u s t r i a l  R e v o lu t io n .  I d e n t i f y i n g  the  
f o r c e s  g iv in g  r i s e  to  th e  most p ro d u c t iv e  th e o ry  b u i l d in g  should  
b e n e f i t  a d m i n i s t r a t o r s .
LIST OF TERMS
An u n d e rs ta n d in g  o f  the  fo l lo w in g  te rm s and d e f i n i t i o n s  shou ld  
prove h e l p f u l  to  the  r e a d e r .
T heory : A s e t  of assum ptions  from w hich p r i n c i p l e s  a re
17 18d e r iv e d ,  a model o f  r e a l i t y .
H y p o th e s is ; An unproved c o n c lu s io n  based  on f a c t s  which i s  
a c c e p te d  a s  a b a s i s  f o r  f u r t h e r  r e s e a r c h .
A ssum ption: The s u p p o s i t io n  t h a t  a th in g  i s  t r u e .
A d m in i s t r a t i o n : The o v e r a l l  management o f  p e rso n s  and
m a t e r i a l s . ^
20Management: The a l l o c a t i o n  o f  human and m a t e r i a l  r e s o u r c e s .
The te rm s " a d m i n i s t r a t io n "  and "management" were used  in te r c h a n g e a b ly .
E d u c a t io n a l  A d m in i s t r a t i o n : " E d u c a t io n a l  a d m in i s t r a t io n "
r e f e r r e d  m a in ly  to  a d m in i s t r a t i v e  f u n c t io n s  o f  e le m e n ta ry  and secondary
^ D a n i e l  E. G r i f f i t h s ,  A d m in i s t r a t iv e  Theory (New York: 
A p p le to n -C e n tu ry -C ro f ts ,  I n c . ,  1959), p .  28.
^O w ens , p .  35.
^ O r i n  B. G ra f f  and C a lv in  M. S t r e e t ,  Im proving Competence 
in  E d u c a t io n a l  A d m in is t r a t io n  (New York: H arper and B r o th e r s ,  I n c . ,
1956),  p .  189.
^^W illiam  T. Greenwood, Management and O r g a n iz a t io n a l  Behavior 
T h e o r ie s :  An I n t e r d i s c i p l i n a r y  Approach ( C i n c i n n a t i ,  Ohio: S ou th-
W estern  P u b l i s h in g  Company, 1965), p .  675.
sch o o l p r i n c i p a l s .  E d u c a t io n a l  s u p e r v i s o r s ,  s u p e r in t e n d e n t s ,  c o l le g e  
and u n i v e r s i t y  p r e s i d e n t s ,  department, h e a d s ,  and a l l  o th e r  e d u c a to r s  
who perfo rm  a d m in i s t r a t i v e  d u t i e s  were in c lu d e d  in  th e  d e s ig n a t io n .
S c i e n t i f i c  Management E r a : The p e r io d  (1910-1935) c h a r a c t e r ­
iz e d  by e f f i c i e n c y  s t u d i e s  in  in d u s t r y  to  in c r e a s e  w orker p r o d u c t i v i t y .
Human R e la t i o n s  E r a : An a d m in i s t r a t i v e  e r a  (1935-1950) in
which human and in t e r p e r s o n a l  f a c t o r s  in  a d m i n i s t r a t i o n  were s t r e s s e d .
B e h a v io ra l  o r  Modern E r a : An a d m in i s t r a t i v e  e r a  (1950 to  the
p r e s e n t )  o f  th e  s y n th e s iz in g  o r  b le n d in g  o f  th e o ry  from the  S c i e n t i f i c
21Management and Human R e la t io n s  e r a s .
S t r u c t u r a l i s t  T heo ry : T h is  term  was used  in te rc h a n g e a b ly  w ith
the  term s " b e h a v io ra l"  and " P o s t - 1 9 5 0 's . "
ASSUMPTIONS
The rev iew  o f  th e  l i t e r a t u r e  r e l a t i n g  to  the  b eg in n in g s  o f  
a d m in i s t r a t i v e  th e o ry  le d  to  a number o f  a ssum ptions  and p o s s i b le  a r e a s  
f o r  i n v e s t i g a t i o n .  T h is  s tu d y  was b ased  on th e  fo l lo w in g  assu m p tio n s .
1. Common b e l i e f s  and p r a c t i c e s  were p r e s e n t  in  a l l  
a d m in i s t r a t i v e  t h e o r i e s .
2 . S c i e n t i f i c  Management th e o ry  was l a r g e l y  u n r e l a t e d  to  
C a m e ra l i s t  and W ilson ian  th e o ry .
3 . C l a s s i c a l  o r  S c i e n t i f i c  Management th e o ry  was m o d if ied  
in  th e  Human R e la t io n s  e r a .
4 .  C l a s s i c a l  and Human R e la t i o n s  t h e o r i e s  were the  b a s i s  
f o r  b e h a v io r a l  t h e o r i e s .
^ O w ens ,  pp. 8 -1 1 .
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5 . An u n d e r s ta n d in g  o f  t h e o r i e s  o f  a d m in i s t r a t i o n  i s  im p o rtan t  
to  e d u c a to r s .
6 .  Knowledge o f  a d m in i s t r a t i v e  t h e o r i e s  shou ld  enhance 
a d m in i s t r a t i v e  p r a c t i c e s .
7 .  The l i t e r a t u r e  examined a c c u r a t e l y  r e f l e c t e d  the  views 
o f  t h e o r i s t s .
LIMITATIONS
T h is  s tu d y  was l im i t e d  to  a c o n s id e r a t i o n  o f  s e l e c t e d  ad m in is ­
t r a t i v e  t h e o r i e s  from a p p ro x im a te ly  1900 to  1970. However, the 
a d m in i s t r a t i v e  t h e o r i e s  o f  th e  C a m e r a l i s t s ,  e a r l i e r  European f i s c a l  
a d m i n i s t r a t o r s ,  and Woodrow W ilson were a l s o  in c lu d e d .  The s tu d y  was 
f u r t h e r  l i m i t e d  by th e  p la c in g  o f  m ajor em phasis on S c i e n t i f i c  
Management and Human R e l a t i o n s  and t h e i r  e f f e c t s  on l a t e r  a d m in i s t r a t i v e  
t h e o r i s t s .
PROCEDURES
A l i s t i n g  o f  th e  p ro c e d u re s  used in  t h i s  s tudy  fo l lo w s .
1. A s e a rc h  f o r  r e l a t e d  works was conducted  in  D i s s e r t a t i o n  
A b s t r a c t s ,  E ncyc loped ia  o f  E d u c a t io n a l  R esea rc h ,  R eaders  Guide to  
P e r i o d i c a l  L i t e r a t u r e ,  and E d u ca tio n  Index .
2 . A DATRIX com pu te r ized  s e a rc h  was conducted  f o r  r e l a t e d  
d i s s e r t a t i o n  m a t e r i a l s .
3 . A s e a rc h  o f  the  c a rd  c a t a lo g s  o f  s e v e r a l  c o l l e g e s  and 
u n i v e r s i t i e s  was com pleted  to  f i n d  p rim ary  and secondary  s o u rc e s .
The works d is c o v e re d  were used  t o  d e te rm in e  i f  t h e r e  e x i s t e d  b e l i e f s  
and p r a c t i c e s  common to  a l l  m ajo r a d m in i s t r a t i v e  t h e o r i e s .  Major
11
em phasis was p la c e d  on p rim ary  so u rc e s  o f  i n d u s t r i a l  and e d u c a t io n a l  
t h e o r i s t s .
4 .  A s e a rc h  was conducted  o f  p rim ary  and secondary  so u rces  
of many t h e o r i s t s  in c lu d in g :  (1 )  Woodrow W ilson , (2) F r e d e r i c k  W.
T a y lo r ,  (3 )  H en ri F a y o l ,  (4) Max Weber, (5 )  Mary P a rk e r  F o l l e t t ,
(6 )  E l to n  Mayo, (7 )  F r i t z  J .  R o e t h l i s b e r g e r , (8) W illiam  J .  D ickson ,
(9) K urt Lewin, (10) C h e s te r  B arnard ,  (11) H e rb e r t  A. Simon, (12)
L u ther  G u l ic k ,  (13) L y n d a ll  Urwick, (14) A m ita i E t z i o n i ,  (15) D an ie l  
E. G r i f f i t h s ,  (16) P au l R. M ort, (17) Douglas M. McGregor, (18)
Abraham H. Maslow, (19) F r e d e r ic k  H erzberg ,  (20) Andrew W. H alp in  
(21) C h r is  A r g y r i s ,  (22) Jacob  W. G e tz e l s ,  (23) Egon Guba, (24) John 
K. H em phill,  (25) T a l c o t t  P a r s o n s ,  (26) T. Madison B yar, and (27)
R obert G. Owens as  s i g n i f i c a n t  c o n t r i b u t o r s  to  a d m i n i s t r a t i v e  th e o ry .
P rim ary  works were examined to  i d e n t i f y  th e o ry  l i k e n e s s e s  
and d i f f e r e n c e s .  P rim ary  and secondary  works were u sed  to  de te rm ine  
th e  e x t e n t  to  w hich th e o ry  o f  the  S c i e n t i f i c  Management and Human 
R e la t i o n s  e r a s  in f lu e n c e d  b e h a v io r  th e o ry .
P rim ary  and secondary  s o u rc e s  were e s s e n t i a l  i n  f i n d i n g  and 
r e l a t i n g  b e l i e f s ,  p r a c t i c e s ,  and c o n c e p ts  common to  im p o r ta n t  ad m in is ­
t r a t i v e  t h e o r i e s .  P rim ary  and secondary  w r i t i n g s  were n e c e s s a ry  to  
s e t  f o r t h  common t h e o r e t i c a l  th r e a d s  of m ajo r t h e o r i e s  to  u n i fy  the  
s tu d y .
Secondary so u rc e s  were u sed  to  c o n s t r u c t  the  c o n c e p tu a l  framework 
o f  th e  s tu d y .  Major em phasis was p la c e d  on p r im ary  m a t e r i a l s  where 
p h i lo s o p h y ,  a n t e c e d e n t ,  and l i k e n e s s  o f  c o n s t r u c t  ap p ea red .
ORGANIZATION OF THE STUDY
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The s tudy  was d iv id e d  in t o  seven c h a p t e r s .  C hap te r  1 in c lu d e s  
th e  i n t r o d u c t i o n ,  s ta te m e n t  o f  th e  problem  and subproblem s, im p o rtan ce ,  
a s su m p tio n s ,  l i m i t a t i o n s ,  p ro c e d u re s ,  and o r g a n iz a t i o n .
C hapter  2 c o n ta in s  the  rev iew  of r e l a t e d  l i t e r a t u r e .  The 
e v o lu t io n  o f  a d m i n i s t r a t i v e  th e o ry ,  b eg in n in g  w i th  th e  w r i t i n g s  of 
th e  European C a m e ra l i s t s  and U n ite d  S t a t e s  l e a d e r  Woodrow Wilson 
b e fo re  1900, was an a ly zed  and s e t  f o r t h .  Some o f  th e  m ajor t h e o r i e s  
of th e  l a t e  n in e t e e n t h  and tw e n t i e th  c e n t u r i e s  were n o te d  and d e s c r ib e d .  
C e r t a in  t h e o r e t i c a l  c o n c e p ts  o f  Cam eralism , Woodrow W ilson , F r e d e r i c k  W. 
T a y lo r ,  H enri F a y o l ,  Max Weber, Mary P a rk e r  F o l l e t t ,  E l to n  Mayo, F r i t z  
R o e th l i s b e r g e r  and W illiam  J .  D ickson , K urt Lewin, C h e s te r  B arnard ,  
H e rb e r t  A. Simon, L u th e r  G u lic k  and L y n d a l l  Urwick, D a n ie l  E. G r i f f i t h s ,  
Douglas McGregor, P au l  R. M ort, Abraham Maslow, F r e d e r i c k  H erzberg ,  
Andrew W. H a lp in ,  C h r is  A r g y r i s ,  Jacob  G e tz e ls  and Egon Guba, A m itai 
E t z i o n i ,  T a l c o t t  P a r s o n s ,  John K. H em phill ,  T. Madison B yar, and 
R obert  G. Owens were examined because  o f  t h e i r  e f f e c t  on the  e v o lu t io n  
and development o f  th e o ry .
In  C hap ter  3 ,  th e  m ajo r t h e o r i e s  o f  S c i e n t i f i c  Managers 
F r e d e r ic k  W. T a y lo r ,  H en r i  F a y o l ,  and Max Weber r e c e iv e d  p a r t i c u l a r  
em phasis .  The t h e o r i e s  o f  the  C a m e r a l i s t s ,  A lexander H am ilton , and 
Woodrow W ilson were a l s o  i n v e s t i g a t e d  and s e t  f o r t h .
In  C hap ter  4 ,  th e  a d m i n i s t r a t i v e  b e l i e f s  o f  the  Human R e la t io n s  
e r a  were i d e n t i f i e d  and n a r r a t e d .  The id e a s  o f  some le a d in g  p e rso n s  
o f  t h a t  e ra --M ary  P a rk e r  F o l l e t t ,  E l to n  Mayo, F r i t z  R o e th l i s b e r g e r  and 
W illiam  J .  D ickson , and K urt Lewin—were a m p l i f i e d  and re c o rd e d .
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In  C hap ter  5 ,  th e  b e h a v io r a l  modern s t r u c t u r a l i s t  t h e o r i e s  
were p r e s e n te d .  S e le c te d  works of c e r t a i n  t h e o r i s t s  were u sed  which 
fo cu sed  on a d m in i s t r a t i v e  in n o v a t io n s  and a d o p t io n s  s in c e  1950. Some 
of th e  works o f  th e  fo l lo w in g  a u th o rs  were d e s c r ib e d :  (1) C h es te r
B a rn a rd ,  (2 )  H e rb e r t  A. Simon, (3) A m ita i E t z i o n i ,  (4 )  L u ther  G ulick  
and L y n d a l l  Urwick, (5 )  D a n ie l  E. G r i f f i t h s ,  (6 )  D ouglas M. McGregor,
(7 )  Abraham Maslow, (8 )  F r e d e r i c k  H erzb erg ,  (9) P au l R. Mort, (10) 
Andrew W. H a lp in ,  (11) C h r is  A r g y r i s ,  (12) Jacob  W. G e tz e ls  and Egon 
Guba, (13) John K. H em phill ,  (14) T a l c o t t  P a r s o n s ,  (15) T. Madison 
Byar, and (16) R obert  G. Owens. An a t te m p t  was made to  de term ine  the  
e x t e n t  to  which S c i e n t i f i c  Management and Human R e la t io n s  in f lu e n c e d  
b e h a v io r a l  t h e o r i e s .
In  C hapter  6 ,  th e  r e l a t i o n s h i p s  of b e l i e f s  and p r a c t i c e s  
common to  s e l e c t e d  a d m in i s t r a t i v e  t h e o r i e s  were examined and r e l a t e d .  
Common t h e o r e t i c a l  th r e a d s  o r  s t r a i n s  o f  th o u g h t from Cameralism to  
th e  c u r r e n t  e ra  were i n v e s t i g a t e d  a s  a u n i fy in g  s tudy  theme. Study 
c o n t i n u i t y  was p ro v id ed  by com paring and c o n t r a s t i n g  s e l e c t e d  t h e o r i e s  
of d i f f e r e n t  e r a s .
In  C hap ter  7 ,  th e  summary, c o n c lu s io n s ,  and recommendations 
were g iv e n .
Chapter 2
REVIEW OF RELATED LITERATURE 
INTRODUCTION
According to  Campbell and Gregg, Cameralism was a European
f i s c a l  management system in v o lv in g  s e r v ic e  to  the  s t a t e  or r u l e r .
I t s  purpose was to  i d e n t i f y  and m a in ta in  s o u rces  of taxes.'*'
Woodrow W ils o n 's  major th e o ry  c o n t r i b u t i o n  was h i s  c a l l  fo r
a s c i e n t i f i c  s tu d y  o f  a d m in i s t r a t i o n  and th e  c r e a t i o n  o f  a d i s t i n c t
U nited  S t a t e s  a d m in i s t r a t i v e  s c ie n c e .  He hoped t h i s  might le ad  to  an
2American c i v i l  s e r v ic e .
S c i e n t i f i c  Management (1910-1935) was c h a r a c t e r i z e d  by 
i n d u s t r i a l  e f f i c i e n c y  and ways to  in c re a s e  i t .  F r e d e r ic k  W. T a y lo r ,  
a le a d in g  t h e o r i s t ,  u sh e red  in  a "second i n d u s t r i a l  r e v o lu t io n "  w ith  
im p l ic a t io n s  as  profound as th o se  o f  th e  o r i g i n a l  I n d u s t r i a l  R e v o lu t io n .  
The t h e o r i e s  of T a y lo r ,  H enri F a y o l ,  and Max Weber most f u l l y  c h a ra c -
3
t e r i z e d  S c i e n t i f i c  Management.
■*-Roald F. Campbell and R u s s e l l  T. Gregg, e d s . ,  A d m in is t r a t iv e  
Behavior in  E duca tion  (New York: H arper and B ro th e r s ,  I n c . ,  1957), p . 85.
^Woodrow W ilson , "The Study of A d m in i s t r a t io n ,"  P o l i t i c a l  
S c ience  Q u a r t e r l y , I I ,  No. 2 ( Ju n e ,  1887), 201-02.
^ E rn e s t  D a le ,  Management: Theory and P r a c t i c e  (New York:
McGraw-Hill Book Company, 1973), pp. 114-15.
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Human R e la t io n s  (1935-1950) became p o p u la r  because  of the  
r e s e a r c h  of E l to n  Mayo a t  th e  W estern  E l e c t r i c  Hawthorne P la n t  in  
C hicago , though Mary P a rk e r  F o l l e t t  had l a i d  i t s  fo u n d a t io n .  Human 
R e la t io n s  r e s e a r c h e r s  g e n e r a l ly  concluded  t h a t  a d m in i s t r a t o r s  should  
become e x p e r t  a t  d ia g n o s in g  w orker r e l a t i o n s ,  and management shou ld  
r e f l e c t  th e s e  o b s e r v a t io n s .
B e h a v io ra l  th e o ry  was m ain ly  a com bina tion  of c e r t a i n  co n ce p ts  
o f  S c i e n t i f i c  Management and Human R e l a t i o n s .  T h is  "new" s t r u c t u r a l i s t  
a d m in i s t r a t i o n  was b e h a v io ra l  and concerned  w ith  l e a d e r s h ip  in  o r g a n i ­
z a t i o n a l  s e t t i n g s . ^
CAMERALISM
The term  Rammer deno ted  a d m in i s t r a t i v e  th e o ry  fo r  which th e re  
e x i s t s  no d i r e c t  E n g l ish  e q u i v a l e n t .  I t  was a v a r i a n t  and d e r iv a t iv e  
o f  the  L a t in  cam era , a s to r a g e  p la c e  fo r  p r in c e ly  revenue .  Cameralism 
was b u r e a u c r a t i c  a c t i v i t y  of governm enta l o f f i c i a l s ,  p a r t i c u l a r l y  in  
P r u s s i a  and F ra n c e ,  to  meet the  f i n a n c i a l  needs o f  the s t a t e  and 
r u l e r
WOODROW WILSON
Woodrow W ilson f e l t  t h a t  improved governm ental f u n c t io n in g  
depended on a s c h o la r l y ,  d i s c i p l i n e d  s tu d y  o f  a d m in i s t r a t io n  as  a 
s c ie n c e .  He b e l ie v e d  a s e a rc h  f o r  d e f i n i t e  p r i n c i p l e s  of
^R obert G. Owens, O r g a n iz a t io n a l  B ehavior i n  Schools  
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), pp. 10-12.
^A lbion W. S m all,  The C a m e r a l i s t s ,  The P io n e e rs  o f  German 
S o c ia l  P o l i t y  (C hicago: The U n iv e r s i t y  o f  Chicago P r e s s ,  1909), p .  18.
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a d m in i s t r a t i o n  should  be co n d u c ted .^  At the  tim e o f  h i s  m ajor e ssay  
on a d m in i s t r a t i o n ,  p u b l i sh e d  in  th e  P o l i t i c a l  S c ience  Q u a r t e r l y , I I  
( Ju n e ,  1887), th e re  had been no im p o rtan t  e f f o r t  by Americans to  
c r e a t e  an  a d m in i s t r a t i v e  s c ie n c e .^  W ilson f e l t ,  i f  American government 
was to  f u n c t io n  m axim ally , the  development of an American s c ie n c e  of
g
a d m in i s t r a t i o n  was a n e c e s s i t y .
SCIENTIFIC MANAGEMENT, 1910-1935
D uring the  S c i e n t i f i c  Management o r  C l a s s i c a l  e r a ,  g r e a t  
s t r e s s  was p la c e d  on f in d in g  ways to  in c re a s e  i n d u s t r i a l  p ro d u c t io n .
Time and m otion  s tu d ie s  add fo rm al o r g a n i z a t i o n a l  c h a r t s  were 
r o u t i n e l y  employed. S trenuous  e f f o r t s  were made to  r e f i n e  adra in is-
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t r a t i o n  and e l im in a te  unnecessa ry  worker movements.
F r e d e r ic k  W. T ay lo r
F r e d e r i c k  Winslow T a y lo r ,  f a t h e r  o f  S c i e n t i f i c  Management, 
s ea rch ed  f o r  p r i n c i p l e s  of shop o p e r a t io n s  in  o r g a n iz a t io n s  w ith  
l a rg e  numbers o f  p ro d u c t io n  p ro c e s s e s  and pe rso n n e l.^®  Among h i s  
s p e c i a l  i n t e r e s t s  were the  s k i l l s  and a b i l i t i e s  o f  o rd in a ry  f a c to r y  
foremen a t  th e  s t a r t  o f  the  tw e n t ie th  c e n tu ry .  He o r ig i n a t e d  a 
p ro d u c t io n  system , " f u n c t i o n a l  fo re m a n sh ip , 11 in  which w orkers owed
^W ilson, pp. 2 0 1 -02 .
^W ilson, pp. 2 0 1 -0 2 .  ®Wilson, pp. 201-02 ,
^W ill iam  T. Greenwood, Management and O rg a n iz a t io n a l  Behavior 
T h e o r ie s :  An I n t e r d i s c i p l i n a r y  Approach ( C in c in n a t i ,  Ohio: South-
W estern P u b l is h in g  Company, 1965), p .  675.
•^Greenwood, p .  675.
r e s p o n s i b i l i t i e s  to  foremen d e a l in g  w ith  s e p a r a t e  p ro d u c t iv e  
f u n c t i o n s . ^
T a y lo r ,  by use  o f  S c i e n t i f i c  Management, c r e a t e d  an o r d e r ly
w orld  o f  th e  f a c t o r y - - a  p la c e  where a c t i o n s  were e x p e r t l y  p lanned  and 
12c o o rd in a te d .  Under h i s  d i r e c t i o n ,  r i g i d ,  a d m in i s t r a t i v e  p r i n c i p l e s  
based  on techno logy  a c c e l e r a t e d  p ro d u c t io n  th rough  in c re a s in g  
e f f i c i e n c y . ^
H enri Fayo l
As T ay lo r  was in f lu e n c in g  American a d m in i s t r a t i o n ,  the  French
i n d u s t r i a l i s t ,  H enri F a y o l ,  was c r e a t i n g  im p o r ta n t  th eo ry  in  Europe.
F a y o l ,  who d e a l t  w ith  top  management r a t h e r  th a n  m iddle management as
had T a y lo r ,  t r i e d  to  s e p a r a t e  a d m in i s t r a t i v e  p ro c e s s e s  from o th e r
e s s e n t i a l s  o f  the  f a c t o r y  o p e r a t io n .  He em phasized a d m in i s t r a t i v e
14e lem en ts  common to  d i f f e r e n t  o r g a n iz a t i o n s .  He sea rch ed  f o r  and 
i d e n t i f i e d  what he c a l l e d  u n i v e r s a l  p r i n c i p l e s  o f  a d m i n i s t r a t i o n ,  the 
f o r e ru n n e r s  o f  much modern th e o ry .  Fayol s t r e s s e d  the  u n i v e r s a l i t y  
o f  h i s  a d m in i s t r a t i o n  a t  a l l  l e v e l s  and in  a l l  ty p e s  o f  o r g a n iz a t i o n s .  
The co n cep t o f  a u n i v e r s a l  a d m in i s t r a t i v e  system  was s i g n i f i c a n t  in  
e s t a b l i s h i n g  th e  im portance  o f  t r a d i t i o n a l  a d m in i s t r a t i v e  theory.'*'"’
1 -1-Ernest D ale and Lynda 11 F. Urwick, S t a f f  in  O rg a n iz a t io n  
(New York: McGraw-Hill Book Company, 1960), pp. 58-59 .
■^Samuel Haber, E f f i c i e n c y  and U p l i f t  (Chicago and London: 
The U n iv e r s i t y  o f  Chicago P r e s s ,  1964), p .  113.
^O w ens , p .  14.
■^Owens, p .  6.
•^Greenwood, p. 5.
Max Weber
The concep t of bu reau c racy  was in t ro d u c e d  to  p o l i t i c a l  and
s o c i a l  s c ie n c e  by the  German t h e o r e t i c i a n  Max W e b e r .^  Weber, em inent
s o c i o l o g i s t  and eco n o m is t ,  p roduced  an approach  to  a d m in i s t r a t i o n
resem b lin g  S c i e n t i f i c  Management in  some ways. Though h i s  b a s ic  work,
W ir th s c h a f t  and G e s s e l s c h a f t , was p u b l ish e d  in  1921 a f t e r  h i s  d e a th ,
he conce ived  much a d m in i s t r a t i v e  th e o ry  b e fo re  the  tw e n t ie th  c e n t u r y . ^
W eber 's  m ajor t h e o r e t i c a l  conce rn  was bu reau c racy  which he
c o n s id e re d  the most e f f i c i e n t  and l o g i c a l  o f  o r g a n iz a t i o n s .  His
b u reau c ra cy  was a l a r g e ,  h i e r a r c h i c a l l y - a r r a n g e d  o rg a n iz a t io n  w ith
c h a in  o f  command and d i v i s i o n  o f  la b o r .  F ixed  worker p o s i t i o n s ,  work
s p e c i a l i z a t i o n ,  and s p e c i f i c  r e g u l a t i o n s  f o r  member conduct and
r e s p o n s i b i l i t y  c h a r a c t e r i z e d  b u re a u c ra c y .  Weber f e l t  t h a t  e f f i c i e n t
w orkers  who conformed to  b u r e a u c r a t i c  s ta n d a rd s  would be rewarded by
p rom otions . B ureaucracy  was th e  answer to  th e  i r r a t i o n a l i t y  and
18i n e f f i c i e n c y  o f  many la rg e  o r g a n iz a t i o n s .
HUMAN RELATIONS MOVEMENT, 1935-1950
B efore  th e  Human R e l a t i o n s  Movement, a d m in i s t r a t i o n  was
19s t r i c t l y  o r g a n i s a t i o n  f o r  i n d u s t r i a l  p r o d u c t io n .  T y p ic a l  m a n ag e r ia l
l^Thomas J .  S e rg io v a n n i  and R obert  J .  S t a r r a t t ,  Emerging 
P a t t e r n s  o f  S u p e rv is io n :  Human P e r s p e c t iv e s  (New York: McGraw-Hill
Book Company, 1971), p .  51.
l? W il l iam  Foote  Whyte, O r g a n iz a t io n a l  B eh av io r ,  Theory and 
A p p l ic a t io n  (Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  Inc.,  and The
Dorsey P r e s s ,  1969), p .  6.
l^Owens, p .  7.
^ H e r b e r t  A. Simon, A d m in i s t r a t iv e  B ehav ior (New York:
The M acmillan Company, 1945),  p .  288.
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th e o ry  b e fo re  Human R e la t i o n s  conce rned  p ro d u c t iv e  e f f i c i e n c y  w ith
20s p e c i a l  a t t e n t i o n  g iv e n  to  work d i v i s i o n  and p a r t s  c o o rd in a t io n .
Human R e l a t i o n s ,  b eg in n in g  in  th e  1 9 2 0 's ,  focused  on r e l a t i o n ­
s h ip s  o f  w orkers  and work. In h e r  book C r e a t iv e  E x p e r ie n c e , Mary 
P a rk e r  F o l l e t t  s t a t e d  t h a t  the  most p r e s s in g  human r e l a t i o n s  problem
was c r e a t i n g  an o r g a n iz a t i o n a l  environm ent t h a t  w orkers  would j o i n  and
21rem ain  p a r t  o f  w hile  c o n t r i b u t i n g  to  o r g a n i z a t i o n a l  g o a l s .
Mary P a rk e r  F o l l e t t
Mary P a rk e r  F o l l e t t  devo ted  a g r e a t  p a r t  o f  her  l i f e  to  
c r e a t i n g  a  w e l l -o r d e r e d  s o c ie t y  where peop le  c o u ld  more f u l l y  en joy  
l i f e .  Her id e a s  as  g iven  in  th e  book, C re a t iv e  E x p e r ie n c e , ^ 
a n t i c i p a t e d  much Human R e la t io n s  th o u g h t .
F o l l e t t  c la im ed  t h a t  th e  main problem  of any b u s in e s s  or 
e d u c a t io n a l  i n s t i t u t i o n  was d ev e lo p in g  and m a in ta in in g  c r e a t i v e ,  
p ro d u c t iv e  human r e l a t i o n s h i p s .  C o o rd in a t io n  o f  th e  human e n t e r p r i s e
23was th e  most im p o r ta n t  f a c t o r  in  c r e a t i n g  d e s i r a b l e  working c l im a te s .
20sinton,. p .  288.
^ M a ry  P a rk e r  F o l l e t t ,  C r e a t iv e  E xp er ien ce  (New York: 
Longmans, Green, 1924).
^ F o l l e t t .
^^Henry C. M e tca lf  and L ynda ll  Urwick, e d s . ,  Dynamic 
A d m in i s t r a t io n  (New York: H arper and B r o th e r s ,  I n c . ,  1942), p .  14,
c i t e d  by Roald  F .  Cam pbell, John E. C o rb a l ly ,  J r . ,  and John A. 
Ramseyer, I n t r o d u c t io n  to  E d u c a t io n a l  A d m in i s t r a t io n  (B oston , 
M a s sa c h u s e t ts :  A llyn  and Bacon, I n c . ,  1966), p .  71.
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E lto n  Mayo
As a r e s u l t  o f  h i s  W estern E l e c t r i c  Hawthorne P l a n t  S tu d ie s ,
E l to n  Mayo in  1933 concluded  t h a t  the  change o f  g r e a t e s t  im portance
in  th e  exp er im en ts  had l i t t l e  r e l a t i o n  to  th e  a c t u a l  e x p e r im e n ta t io n .
He con tended  t h a t  the  change o f  r e a l  im portance was one of changed
m en ta l  a t t i t u d e .  Mayo b e l ie v e d  t h a t  o b s e r v a t io n  o f  the  ex p e r im e n ta l
group members in c re a s e d  t h e i r  p r o d u c t i v i t y .  These observed  group
members developed  c o h e s iv e n e ss  and a sense  o f  be lo n g in g  w ith  a
c o r re sp o n d in g  in c re a s e  i n  p r o d u c t i v i t y . ^  D iscovery  of the  "Hawthorne
E f f e c t , "  t h a t  sim ple o b s e rv a t io n  in c re a s e d  p ro d u c t io n ,  was the
25beg in n in g  o f  th e  Human R e la t i o n s  Movement.
F r i t z  J .  R o e th l i s b e r g e r  and 
W illiam  J .  Dickson
B efore  w r i t i n g  Management and The W orker,^6 R o e th l i s b e r g e r
and D ickson conducted  an e x h a u s t iv e  s tu d y  o f  th e  work o f  E l to n  Mayo
and th e  "Hawthorne E f f e c t . "  Some of t h e i r  g o a ls  i n  i n v e s t i g a t i n g
Mayo's W estinghouse S tu d ie s  w ere: to  r e p o r t  what a c t u a l l y  o ccu rred ;
to  i m p a r t i a l l y  a s s e s s  th e  s t u d i e s ;  and to  r e c o r d  re a so n s  fo r  Mayo's
J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson, Management 
and The Worker (Cambridge, M a s sa c h u se t ts :  H arvard  U n iv e r s i ty  P r e s s ,
1939), c i t e d  by Jacob W. G e tz e l s ,  James M. Lipham, and Roald F. 
Cam pbell, E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P ro cess  (New York: 
H arper and B r o th e r s ,  I n c . ,  1968), p .  35.
2 5 R o e th l is b e rg e r  and D ickson , c i t e d  by G e tz e l s ,  Lipham, and 
Cam pbell, E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P r o c e s s , p. 35.
2& Fritz  J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson , Management 
and The Worker (Cambridge, M a ssa c h u se t ts :  H arvard  U n iv e r s i ty  P r e s s ,
1939).
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w o r k . ^  The book, Management and The W orker, became a c l a s s i c  in  
s o c i a l  s c ien c e  r e s e a r c h .  For s e v e r a l  y e a r s  a f t e r  i t s  1942 p u b l i c a t i o n ,  
most o f  what was known o f  r e l a t i o n s  between w orkers  and managers was 
c o n ta in e d  in  i t .^ ®
Mayo's W estern E l e c t r i c  S tu d ie s  and th e  Human R e la t io n s  
Movement paved the  way f o r  s t r u c t u r a l i s t  b e h a v io ra l  th e o ry  which 
a l t e r e d  r e l a t i o n s h i p s  between w orkers  and m anagers . The "new" 
c u r r e n t  t h e o r i s t s  p roposed  o r g a n iz a t i o n s  a s  s o c i a l  system s and 
a d m in i s t r a t i v e  involvem ent a s  n e c e s s a ry  to  o r g a n iz a t i o n a l  s u c c e s s . ^
POST-1950'S ADMINISTRATIVE THEORY
The "new," modern a d m in i s t r a t i v e  th e o ry  was a c o n c e p tu a l
b le n d in g  of t h e o r i e s  from th e  C l a s s i c a l  o r  S c i e n t i f i c  Management and
Human R e la t io n s  e r a s .  B e h a v io ra l  th e o ry  was g e n e r a l ly  humane and
o n
concerned  w ith  human i n t e r a c t i o n s  in  o r g a n iz a t i o n a l  s e t t i n g s .
In  the l a t e r  1 9 5 0 's ,  c o n fe re n c e s  o f  e d u c a t io n  p r o f e s s o r s  and 
p u b l i c  schoo l a d m in i s t r a t o r s  and fo u n d a t io n  g r a n t s  began in f lu e n c in g  
a d m in i s t r a t io n .  S p e c ia l  i n - s e r v i c e  t r a i n i n g ,  e x te n s iv e  c u r r i c u l a r  
changes ,  w orkshops, and o th e r  in n o v a t io n s  were bu t a few o f  many 
changes b rough t to  e d u c a t io n .  Soma o f  th e  more i n f l u e n t i a l  o f  th e s e  
co n fe ren c es  and fo u n d a t io n s  were th e  N a t io n a l  C onference o f  P r o f e s s o r s  
o f  E d u c a t io n a l  A d m in is t r a t io n  (NCPEA), th e  American A s s o c ia t io n  o f
^ R o e t h l i s b e r g e r  and D ickson , pp . 3 -5 .
28whyte, p .  8 .
^O w ens , O rg a n iz a t io n a l  B ehav ior i n  S c h o o ls , p .  86.
•^Owens, p .  11.
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School A d m in is t ra t io n  (AASA), the  C o o p e ra t iv e  Program in  E d u c a t io n a l  
A d m in is t r a t io n  (CPEA), and the  W. K. K ellogg  F ounda tion .
N a t io n a l  Conference of P r o f e s s o r s  
o f  E d u c a t io n a l  A d m in is t r a t io n
The N a t io n a l  C onference o f  P r o f e s s o r s  o f  E d u c a t io n a l
A d m in is t r a t io n  was c r e a te d  because  o f  th e  e f f o r t s  of a sm all  group of
p r o f e s s o r s  of e d u c a t io n a l  a d m in i s t r a t i o n  who f a i l e d  to  r e a l i z e  they
were i n i t i a t i n g  an im p o r tan t  movement. At NCPEA c o n fe re n c e s ,  much
31c r e a t i v e ,  s t im u la t in g  th e o ry  was p r e s e n te d .  The NCPEA m eetings
a c q u a in te d  p r o f e s s o r s  of e d u c a t io n a l  a d m in i s t r a t i o n  w ith  t h e i r
32c o l le a g u e s  o f  o th e r  d i s c i p l i n e s .  One c o n t in u a l  concern  o f  NCPEA
members was a d m in i s t r a t i v e  l e a d e r s h i p ,  e s p e c i a l l y  the  f a c t o r s  in
33e f f e c t i v e  le a d e r s h ip .
American A s s o c ia t io n  o f  School 
A d m in is t ra t  o r s
In  1946 and 1947, American A s s o c ia t io n  o f  School A d m in i s t r a to r s  
spokesmen encouraged  members to  conce rn  them se lves  w i th  " p r o f e s s i o n ­
a l i z a t i o n "  o f  th e  p u b l i c  schoo l s u p e r in te n d e n c y . E f f o r t s  were devo ted
A <
to  im proving u n i v e r s i t y  a d m in i s t r a t i o n  p r e p a r a t io n  program s. ■ In 
th e  l a t e r  1 9 40 's  and th e  1 9 5 0 's ,  members o f  th e  American A s s o c ia t io n
•^ D a n ie l  E. G r i f f i t h s ,  A d m in i s t r a t iv e  Theory (New York: 
A p p le to n -C e n tu ry -C ro f ts , I n c . ,  1959), p .  3 .
^ C a m p b e l l  and Gregg, A d m in i s t r a t iv e  B ehavior  in  E d u c a t io n ,
p . 80.
3 3 c r i f f i t h s ,  p .  240.
34-Owens, p . 17.
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o f  School A d m in i s t r a to r s  gave e f f e c t i v e  l e a d e r s h ip  and im p o r tan t  new 
d i r e c t i o n  to  e d u c a t io n a l  a d m in i s t r a t i o n .
C o o p e ra t iv e  Program in  E d u c a t io n a l  
A d m in is t r a t io n
The C o o p e ra t iv e  Program i n  E d u c a t io n a l  A d m in is t r a t io n  was
s t a r t e d  in  1950 and f in a n c e d  by the  W. K. K ellogg  F o u n d a tio n .  As a
r e s u l t  o f  the  e s ta b l i s h m e n t  of CPEA r e g i o n a l  c e n t e r s  a t  e i g h t  U n ited
S t a t e s  u n i v e r s i t i e s ,  a p io n e e r in g  e r a  in  a d m in i s t r a t i v e  s tudy  was 
35begun. CPEA members were e s p e c i a l l y  i n t e r e s t e d  i n  im proving 
a d m in i s t r a t i o n  th rough  th e  s tudy  o f  th e o ry .  Near th e  end o f  a 
m ajo r p e r io d  o f  CPEA a c t i v i t y ,  s tu d y  and r e s e a r c h  in  a d m in i s t r a t i v e  
th e o ry  became th e  main fo cu s  o f  th e  o r g a n iz a t i o n .
Members o f  th e  board  o f  th e  W. K. K ellogg  F oun d a tio n  of 
B a t t l e  C reek , M ichigan , e x p re s s e d  g r e a t  i n t e r e s t  in  p u b l ic  sch o o l 
a d m i n i s t r a t i o n .  By 1946, s e r io u s  e f f o r t s  were b e in g  made by F ounda tion  
r e p r e s e n t a t i v e s  to  improve th e  e f f e c t i v e n e s s  o f  p u b l i c  s ch o o l s u p e r in ­
t e n d e n t s . 3  ^ From 1956 u n t i l  1959, F oun d a tio n  g r a n t s  t o t a l i n g  $9 ,000 ,000  
were made m ain ly  to  u n i v e r s i t i e s  f o r  s tu d y in g  and u p g rad ing  e d u c a t io n a l  
a d m in is tra t io n .® ®  S ince  an e a r l y  K ellogg  g r a n t  in  1950, i n t e r e s t  
i n  a d m in i s t r a t i v e  s tu d y  h a s  grown among e d u c a to r s  and t h e o r i s t s .
®®0wens, p .  17.
®®Campbell and Gregg, p .  81. 
37()wens, P« 18.
® ® G rif f i th s ,  p .  5 .
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Much c u r r e n t  i n t e r e s t  in  a d m i n i s t r a t i o n  may be t r a c e d  to  the  K ellogg 
39s t im u lu s .
C h e s te r  B arnard
Though th e  modern, b e h a v io r a l  a d m i n i s t r a t i v e  e r a  s t a r t e d  about 
1950, much b e h a v io r a l  a d m i n i s t r a t i v e  th e o ry  o r i g i n a t e d  i n  th e  1 9 3 0 's .  
The a d m i n i s t r a t i v e  id e a s  o f  i n d u s t r i a l  l e a d e r  C h e s te r  B arnard  were 
e s p e c i a l l y  i n f l u e n t i a l  i n  th e  developm ent o f  b e h a v io r a l  a d m in i s t r a t i v e  
t h e o r y .
C h e s te r  B a r n a r d 's  c l a s s i c  book, The F u n c t io n s  o f  The 
E x e c u t iv e , ^  p u b l i s h e d  in  1938, p ro v id e d  th e  s t im u lu s  f o r  much 
c u r r e n t ,  modern th e o ry .  In  t h i s  im p o r ta n t  work, B arnard  s y n th e s iz e d  
many th e o r i e s  w hich had appea red  s in c e  Woodrow W ils o n 's  1887 e s s a y ^  
on a d m i n i s t r a t i o n . ^
Kurt Lewin
K urt Lewin worked w i th  human b e h a v io r  in  o r g a n iz a t i o n s  and 
w i th  group dynam ics. Lewin assumed t h a t  th e  m ajor i n f lu e n c e s  on 
human b e h a v io r  were i n d i v i d u a l  and group c h a r a c t e r i s t i c s  and c u l t u r a l  
norms. He f e l t  t h i s  com bina tion  c r e a t e d  th e  s i t u a t i o n s  in  which 
human b e h a v io r  o c c u r re d .  As a r e s u l t ,  i f  m ean in g fu l  b e h a v io ra l
^ G r i f f i t h s ,  p .  5 .
^ C h e s t e r  I .  B a rn a rd ,  The F u n c t io n s  o f  The E x ec u tiv e  
(Cam bridge, M a s sa c h u s e t ts :  H arvard  U n iv e r s i t y  P r e s s ,  1938).
^ W i l s o n ,  P o l i t i c a l  S c ience  Q u a r t e r l y .
^ O w e n s ,  O r g a n iz a t io n a l  B ehav ior  i n  S c h o o ls , p .  11.
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change was to  ta k e  p l a c e ,  group and c u l t u r a l  norms must su p p o r t  i t .
To a t te m p t  change w ith o u t  g a in in g  p ee r  and c u l t u r a l  su p p o r t  caused
in
c o n f l i c t ,  r e g r e s s i o n ,  and h in d ran c e  to  o r g a n iz a t i o n a l  g o a l s .
H e rb e r t  A. Simon
H e rb e r t  A. Simon, a u n i v e r s i t y  p r o f e s s o r  and a u th o r ,  p u b l i sh e d
an im p o r tan t  book, A d m in i s t r a t iv e  B e h a v io r , ^  in  1945 which f u r th e r e d
th e  cause  o f  a d m i n i s t r a t i o n .  A m ita i E t z i o n i ,  an  a d m in i s t r a t i v e
t h e o r i s t ,  remarked t h a t  S im on 's  book "opened a whole new v i s t a  o f
a d m in i s t r a t i v e  t h e o r y . " ^
In  a 1955 a r t i c l e ,  Simon q u e s t io n e d  th e  wisdom of  t r a d i t i o n a l
"economic man" m o t iv a t io n a l  t h e o r y . ^  He f e l t  developm ents  in
economics and b u s in e s s  r a i s e d  s e r io u s  doubts  a s  to  th e  v a l i d i t y  of
the  "economic man" th e o ry .  He b e l i e v e d  t h a t  m o t iv a t io n a l  v iews o f
man shou ld  b e  r e a s s e s s e d  in  the  l i g h t  o f  new le a r n in g s  and i n s i g h t s ,
47p a r t i c u l a r l y  i n  the  s o c i a l  s c ie n c e s .
^ O w e n s ,  p .  37.
4^Simon, A d m in i s t r a t iv e  B e h a v io r .
^ A m i t a i  E t z i o n i ,  Modern O rg a n iz a t io n s  (Englewood C l i f f s ,
New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1964), p . 30.
^ H e r b e r t  A. Simon, "A B e h a v io ra l  Model o f  R a t io n a l  C h o ic e ,"  
Q u a r te r ly  J o u r n a l  o f  Economics (F e b ru a ry ,  1955), p . 99 .
V s im o n ,  Q u a r te r ly  J o u r n a l  o f  Econom ics, p .  99.
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L uther  G u lick  and 
L ynda l l  Urwick
G u lick  and Urwick borrowed S c i e n t i f i c  Management id e a s  to  
promote a d m in i s t r a t i v e  e f f i c i e n c y .  B as ic  to  t h e i r  t h e s i s  was the  
g roup ing  o f  o r g a n iz a t i o n a l  e lem en ts  a c c o rd in g  to  fu n c t io n  or s im i l a r  
c r i t e r i a . ^  T h e i r  1937 book, P apers  on The S c ience  o f  A d m in i s t r a t i o n , ^  
d id  much to  p u b l i c i z e  t h e i r  th e o ry  a f t e r  World War I I .  Some id e a s  and 
co n ce p ts  a s s o c i a t e d  w ith  G u lic k  and Urwick were u n i t y  o f  command, l i n e  
and s t a f f ,  and span o f  c o n t r o l .
T a l c o t t  P arsons
T a l c o t t  P a rso n s  was one o f  s e v e r a l  t h e o r i s t s  who worked w ith
s o c i a l  system s th e o ry .  He b e l i e v e d  a l l  o r g a n iz a t i o n s  t r i e d  to  f u l f i l l
c e r t a i n  b a s ic  needs  a n d - - in  keeping  w ith  t h i s - - h e  developed  a s o c i a l
51system s o r g a n iz a t i o n a l  model f o r  s c h o o ls .
There were in  a l l  o r g a n iz a t i o n s ,  a c c o rd in g  to  P a r s o n s ,  th r e e  
system s l e v e l s - - t h e  t e c h n i c a l ,  m a n a g e r ia l ,  and the  i n s t i t u t i o n a l .  He 
was conv inced  t h a t  t r a d i t i o n a l  a d m in i s t r a t i v e  s tu d y  had d e a l t  w ith
52management w h ile  n e g le c t in g  the  t e c h n ic a l  and i n s t i t u t i o n a l  l e v e l s .
4^0w ens} O rg a n iz a t io n a l  B ehav ior in  S c h o o ls , p . 9 .
^ L u t h e r  G u lic k  and L ynda ll  Urwick, e d s . ,  P apers  on The S c ience  
o f  A d m in is t r a t io n  (New York: I n s t i t u t e  o f  P u b l ic  A d m in i s t r a t io n ,  1937).
-^ G u l ic k  and Urwick, p .  3 .
- ^ T a l c o t t  P a r s o n s ,  S t r u c t u r e  and P ro c e ss  in  Modern O rg a n iz a t io n s  
(G lencoe , I l l i n o i s :  The F ree  P r e s s ,  1960), pp . 16-96.
^ T a l c o t t  P a r s o n s ,  "Some I n g r e d ie n ts  o f  A G en era l  Theory o f  
Formal O r g a n iz a t io n s ,"  in  A d m in is t r a t iv e  Theory in  E d u c a t io n , by 
Andrew W. H a lp in ,  ed .  (Chicago: The U n iv e r s i ty  o f  Chicago P r e s s ,
1958), pp. 166-85.
Jacob G e tz e ls  and Egon Guba
G e tz e ls  and Guba developed  s o c i a l  system s th e o ry  f o r  s tu d y in g  
the  b e h a v io rs  o f  humans i n  i n d u s t r i a l  f i r m s .  O rg a n iz a t io n s  were 
d e s c r ib e d  as  s o c i a l  systems w ith  r o l e s  each  o f  which c a r r i e d  c e r t a i n  
b e h a v io r a l  e x p e c t a t i o n s .  A l l  p e rso n s  in  th e  o r g a n iz a t i o n a l  s o c i a l  
system observed  o th e r s  and ex p ec ted  c e r t a i n  b e h a v io rs  o f  them.-*-*
T h e i r  s o c i a l  system s model in c lu d e d  bo th  human and o r g a n iz a t i o n a l  
d im e n s io n s .^ 4
P au l R. Mort
P au l R. Mort and h i s  Columbia T eachers  C o llege  c o l le a g u e s
55t r i e d  to  c r e a t e  a th e o ry  o f  a d m in i s t r a t i o n  by d e d u c t io n .  He 
b e l i e v e d  t h a t  sound th e o ry  was a n e c e s s i t y  f o r  th e  e f f e c t i v e  e d u c a to r .  
To M ort, "A c tion  d iv o rc e d  from th e o ry  i s  the  random s c u r ry in g  of a 
r a t  in  a new m aze."  He fa v o re d  use  of th e o ry  to  avo id  l o s t  m otion 
and w asted  tim e and e n e rg y ."^
For s e v e r a l  y e a r s ,  Mort was w ide ly  re g a rd e d  as  the  fo rem ost 
spokesman f o r  e d u c a t io n a l  change in  the  U n ite d  S t a t e s .  H is g u id in g  
t h e s i s  was t h a t  adequacy of f i n a n c i a l  s u p p o r t  d e te rm ined  w hether a 
sch o o l system  adopted  s u i t a b l e  new and in n o v a t iv e  p r a c t i c e s .  A f te r
Andrew W. H a lp in ,  e d . , A d m in is t r a t iv e  Theory in  E duca tion  
(C hicago : The U n iv e r s i t y  o f  Chicago P r e s s ,  1958), p .  156.
54H a lp in ,  p .  156.
^^Owens, p .  44.
^ P a u l  R. Mort and Donald H. R oss ,  P r i n c i p l e s  of School 
A d m in is t r a t io n  (New York: McGraw-Hill Book Company, 1957), p . 4 .
5?Mort and Ross, p .  4 .
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y e a r s  o f  e n e r g e t i c  work, Mort l e f t  a legacy  o f  d i s c i p l e s  who c o n s id -
58e r a b ly  in f lu e n c e d  a d m in i s t r a t i o n .
Andrew W. H alp in
Andrew W. H a lp in  an a ly zed  "open" and " c lo s e d "  schoo l s o c i a l  
c l im a t e s .  The o r g a n iz a t i o n a l  c l im a te  o f  a sch o o l was "c lo s e d "  i f  
a d m in i s t r a t i o n  was h ig h  in  c o n t r o l  and low in  c r e a t i v i t y .  He con tended  
t h a t  "open" c l im a te s  were b e n e f i c i a l  w h ile  " c lo s e d "  c l im a te s  were seen 
as  s t i f l i n g  to  c r e a t i v i t y  and in n o v a t io n .  H a lp in  f e l t  t h a t  a l l  schoo l 
c l im a te s  c o u ld  be c a t e g o r iz e d ,  w i th  few be ing  e n t i r e l y  "open" or 
" c lo s e d .
D an ie l  E. G r i f f i t h s
D a n ie l  E. G r i f f i t h s  f e l t  t h a t  th e  main th e o ry  problem  was the  
s c a n t  a t t e n t i o n  g iv e n  th e o ry  by p u b l i c  sch o o l a d m in i s t r a t o r s .  He s a id  
t h a t  a le a d in g  re a so n  fo r  i t s  la c k  o f  use  was m isu n d e rs ta n d in g  o f  i t s  
meaning. In  s t r e s s i n g  the  " p r a c t i c a l "  in  a d m in i s t r a t i v e  t r a i n i n g  
p rogram s, c o l l e g e  and u n i v e r s i t y  o f f i c i a l s  had p la c e d  l i t t l e  emphasis 
on th e  v a lu e  and p r a c t i c a l i t y  o f  theo ry .^®
G r i f f i t h s  r e a l i z e d  t h a t  t h e o r i z i n g  shou ld  n o t  be c o n s id e re d  
th e  e x c lu s iv e  domain o f  n u c le a r  p h y s i c i s t s  o r  c u l t u r a l  a n t h r o p o l o g i s t s .
5 0
°Mort and R oss , p .  4 .  
Owens, p .  190. 
60()wens, p . 37.
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T h e o r iz in g  was e x p re s s in g  e x p e r ie n c e s  and o b s e rv a t io n s  in  g e n e ra l
£L 1term s and b r in g  them to  b e a r  on a problem.
T. Madison Byar
B efore  p lanned  change can occur  in  any o r g a n iz a t i o n ,  th o se  in
power must be d isp o se d  to  change. A u th o r i ty  f i g u r e s  in  th e  o rg a n iz a t io n
must be convinced  t h a t  th e  proposed  change w i l l  enhance t h e i r  s t a t u s
62and keep them in  power. ^ T. Madison Byar, form er Chairman, Department 
o f  E d u c a t io n ,  E a s t  Tennessee S ta t e  U n iv e r s i t y ,  proposed  h i s  t r i p a r t i t e  
power th e o ry  to  e x p la in  i n s t i t u t i o n a l  development and c o n t r o l .  
O r g a n iz a t io n a l  e lem en ts  e s s e n t i a l  to  h i s  th e o ry  were p e rs o n ,  p la c e ,  
and p o s i t i o n . ^
R obert  G. Owens
R o b er t  G. Owens i d e n t i f i e d  c e r t a i n  w eaknesses in  the t r a d i t i o n a l  
t r e a tm e n t  o f  a d m in i s t r a t i o n  a s  a s u b je c t  in  h ig h e r  e d u c a t io n .  According 
to  Owens, a d m in i s t r a t i o n  had been t r a d i t i o n a l l y  ta u g h t  under a system 
l e s s  s t r u c t u r e d  th a n  form al "p ro g ram s."  The te a c h in g  of a d m in i s t r a t io n  
was f r e q u e n t ly  done in  a d i f f u s e ,  haphazard  manner by t e a c h e r s  of 
v a r io u s  u n i v e r s i t y  d ep a r tm en ts .  H is th e o ry  f o r  improved a d m in i s t r a t io n  
in c lu d e d  th e  upg rad ing  o f  a d m in i s t r a t i v e  c u r r i c u l a ,  the  te a c h in g  of
61 D an ie l  E. G r i f f i t h s ,  "Toward A Theory o f  A d m in is t r a t iv e  
B e h a v io r ,"  in  A d m in is t r a t iv e  B ehavior in  E d u c a t io n , by Roald F. 
Campbell and R u s s e l l  T. Gregg, e d s .  (New York: H arper and B ro th e rs ,
I n c . ,  1957), p . 356.
C ra ig  W ilson, T. Madison Byar, A r th u r  S. S h a p iro ,  and 
S h i r l e y  H. S c h e l l ,  S oc io logy  o f  S u p e rv is io n  (B oston , M assa ch u se t ts :  
A lly n  and Bacon, I n c . ,  1969), p. 87.
^Wilson, Byar, Shapiro, and Schell, p. 76.
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a d m in i s t r a t i o n  c o u rs e s  a s  r e l a t e d  u n i t s ,  and m ean ing fu l c o n t a c t  between 
a d m in i s t r a t i o n  te a c h e r s  and t h e i r  c o l le a g u e s  o f  o th e r  d i s c i p l i n e s . ^
SUMMARY
Cameralism and Woodrow W ils o n 's  w r i t i n g s  were s i g n i f i c a n t  
a d m in i s t r a t i v e  t h e o r i e s  b e fo re  S c i e n t i f i c  Management. Cameralism 
concerned  e f f i c i e n t  s e r v i c e  to  th e  s t a t e  o r  r u l e r .  W i ls o n 's  m ajor 
c o n t r i b u t i o n  was th e  s ea rch  f o r  p r i n c i p l e s  o f  a d m in i s t r a t i o n  s u i t e d  
to  governm ental s e r v ic e .
S c i e n t i f i c  Managers a p p l i e d  s c i e n t i f i c  p r i n c i p l e s  to  f a c to r y  
p ro d u c t io n  c h i e f l y  because  of the  demands o f  the  a c c e l e r a t i n g  
I n d u s t r i a l  R e v o lu t io n .  S c i e n t i f i c  Management t h e o r i s t s  F r e d e r ic k  W. 
T a y lo r ,  H en ri F a y o l ,  and Max Weber t e s t e d  to  f i n d  ways to  in c re a s e  
i n d u s t r i a l  e f f i c i e n c y .
Human R e la t io n s  r e s e a r c h e r s ,  le d  by Mary P a rk e r  F o l l e t t  and 
E l to n  Mayo, concluded  t h a t  a t t e n t i o n  to  w o rk e rs '  f e e l i n g s  and the  
work environm ent were e s s e n t i a l s  o f  in c re a s e d  p ro d u c t io n .  Human 
R e la t io n s  t h e o r i s t s  b e l ie v e d  t h a t  a d m in i s t r a t o r s  must c a r e f u l l y  observe  
and d iagnose  w orker i n t e r a c t i o n ,  and manage a c c o rd in g ly .
B e h a v io ra l  a d m in i s t r a t i o n  was a com bina tion  o f  S c i e n t i f i c  
Management and Human R e la t io n s .  C h es te r  B arnard  in t ro d u c e d  t h i s  
changed em phasis by p u b l i s h in g  the  book, The F u n c t io n s  of The 
E x e c u t iv e , ^  in  1938. The "new" b e h a v io ra l  a d m in i s t r a t i o n  appeared  
ab o u t 1950 and h as  co n tin u ed  to  the  p r e s e n t  tim e.
^ O w en s ,  pp . 2 -3 .
^ B a r n a r d ,  The F u n c t io n s  o f  The E x e c u t iv e .
Chapter 3
SCIENTIFIC MANAGEMENT AND EARLIER THEORIES 
INTRODUCTION
Three im p o rtan t  a d m in i s t r a t i v e  t h e o r i e s  ap p ea r in g  b e fo re  the  
t w e n t i e th  c e n tu ry  were th o se  o f  the  C a m e r a l i s t s ,  A lexander H am ilton , 
and Woodrow W ilson. The C a m e ra l i s t s  were European a d m in i s t r a t i v e  
b u r e a u c ra t s  who s u p e rv is e d  th e  c o l l e c t i n g  of p r in c e ly  revenue .  
A lexander H am ilton , o f  George W ash ing ton 's  a d m in i s t r a t i o n ,  proposed  
a s t ro n g  F e d e ra l ism  to  r e p la c e  the  A r t i c l e s  o f  C o n fe d e ra t io n .  Woodrow 
W ilson wanted a d i s t i n c t l y  American a d m in i s t r a t i o n  to  promote 
governm ental e f f i c i e n c y .
Though a d m in i s t r a t i o n  developed  g r a d u a l ly ,  management co n cep ts  
were w e l l - d e f in e d  b e fo re  be ing  la b e le d .  E n g in ee rs  e n te r e d  in d u s t r y  
n e a r  th e  m id -n in e te e n th  c e n tu ry  to  so lv e  problem s such a s  im proper 
p l a n t  d e s ig n  and o th e r  d i f f i c u l t i e s  r e l a t e d  to  a c c e l e r a t i n g  machine 
speed.'*' By 1875, e n g in e e r s  had experim en ted  w ith  shop l a y o u t s ,  
movement o f  w orkers  and m ach inery , and work p a t t e r n s  as  shown by time 
and m otion  s t u d i e s .  The v a lu e  of th e  s c i e n t i f i c  method to  i n d u s t r i a l
op r o d u c t i v i t y  came to  be g e n e r a l ly  a c c e p te d .
^Roald F. Campbell and R u s s e l l  T. Gregg, e d s . ,  A d m in is t r a t iv e  
B ehav io r in  Educa tion  (New York: H arper and B r o th e r s ,  I n c . ,  1957),
p .  93 .
^Campbell and Gregg, p. 93.
31
32
F r e d e r ic k  W. T a y lo r  t r i e d  to  so lv e  the  main p ro d u c t io n  
problem  of t h a t  t im e, c o o r d in a t io n  f o r  g r e a t e r  s p e c i a l i z a t i o n ,  by 
use  o f  " f u n c t i o n a l  fo re m a n sh ip ."  He was f i r s t  to  c o n c e p tu a l iz e  
p o s s i b l e  s o lu t i o n s  f o r  problem s caused  by the  a c c e l e r a t i n g  and
O
in c r e a s in g ly  complex I n d u s t r i a l  R e v o lu t io n .
In  the  pos t-W orld  War I I  e r a ,  new h o r iz o n s  based on
S c i e n t i f i c  Management and Human R e la t i o n s  were e x p lo re d  in  e d u c a t io n a l
a d m in i s t r a t i o n .  Much a t t e n t i o n  was g iv e n  by b e h a v io ra l  s c i e n t i s t s
to  human a c t io n s  i n  o r g a n iz a t i o n s ,  o r g a n iz a t i o n a l  s t r u c t u r e ,  and
"open" and " c lo s e d "  o r g a n iz a t i o n a l  c l im a te s .  B eh av io ra l  t h e o r i s t s
p e rc e iv e d  a d m in i s t r a t o r s  as  a c t i v e  p a r t i c i p a n t s  in  o r g a n iz a t i o n a l  
As e t t i n g s .
Cameralism
In th e  1 7 0 0 's ,  P ru s s i a n  and A u s t r ia n  C a m e ra l i s t s  developed 
a d m in i s t r a t i v e  th e o ry  c l o s e l y  t i e d  to  governm ental serv ice ."*  The main 
jo b  o f  C a m e ra l i s t s  was f in d in g  ways r u l e r s  cou ld  save and in c re a s e  
rev en u e .  T h e ir  conce rn  was th e  t o t a l  f i n a n c i a l  s t a t e  o r  c o n d i t io n  of 
c o u n t r i e s .  B u re a u c ra t ic  s t a f f s  were e f f i c i e n t l y  t r a in e d  by C a m e ra l i s t s  
f o r  governm ental s e r v i c e .
P r u s s i a n  C a m e ra l i s t s  s tu d ie d  th e  f i n a n c i a l  a f f a i r s  o f  more 
advanced European c o u n t r i e s  to  a d a p t  c e r t a i n  p r a c t i c e s  to  th e  needs
^Campbell and Gregg, p . 93.
^R obert G. Owens, O r g a n iz a t io n a l  B ehav ior in  Schools  
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), p. 11.
^Albion W. S m all ,  The C a m e r a l i s t s ,  The P io n e e rs  o f  German 
S o c ia l  P o l i t y  (C hicago: The U n iv e r s i t y  o f  Chicago P r e s s ,  1909).
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o f  P r u s s i a .  I t  was p a r t l y  because  o f  P ru s s ia n  C a m e ra l i s t s  th a t  
Germany e v e n tu a l ly  developed  sound f i n a n c i a l  p o l i c i e s . ^
S c i e n t i f i c  in f lu e n c e s  were seen  in  P r u s s ia n  Cameralism in  
th e  a b o l i t i o n  o f  o ld ,  o u td a te d  systems o f  a d m in i s t r a t io n  and in  the 
c r e a t i o n  of new system s. The c a t e g o r i z a t i o n  o f  knowledge of govern ­
m en ta l sy s tem s , th e  i n t r o d u c t i o n  of new, d i f f e r e n t  human o r g a n iz a t io n a l  
s t r u c t u r e s ,  and the  c o n c e p tu a l  r e v i s i o n  o f  e n t i r e  governm ental systems 
were f u r t h e r  ev id en ces  o f  the  in f lu e n c e  o f  s c ie n c e  on Cameralism.^
A lexander Hamilton
A lexander H a m il to n 's  f i n a n c i a l  p lan  f o r  th e  U nited  S t a t e s  was 
com ple ted  b e fo re  th e  convening o f  th e  f i r s t  n a t i o n a l  Congress under 
P r e s id e n t  W ashington. H is m ajor t h e s i s  was t h a t  the  monetary a f f a i r s  
o f  th e  U nited  S t a t e s  shou ld  be conducted  as one would conduct a
g
s u c c e s s f u l  b u s in e s s .  H is  p la n  f o r  a d m in i s t r a t i o n  of th e  f in a n c e s  of 
the  U nited  S t a t e s ,  though n o t  o r i g i n a l ,  in c lu d e d :  an independen t c h i e f
e x e c u t iv e ;  power d e l e g a t io n  to  d e p a r tm e n ta l  heads ; a F e d e ra l  ad m in is ­
t r a t i v e  system  s e p a r a t e  from the  s t a t e s ;  s ta n d a rd s  of i n t e g r i t y  fo r  
p u b l i c  o f f i c i a l s ;  and th e  r i g h t  o f  p u b l i c  c r i t i c i s m .  H am ilton , 
F e d e r a l i s t  le a d e r  and W ash in g to n 's  major p h i lo s o p h e r ,  p roposed co o p e r ­
a t i o n  between the  F e d e ra l  government and th e  pow erfu l f i n a n c i a l
£
F r e d e r ic k  H erz , The Development o f  The German P u b l ic  Mind 
(G rea t  B r i t a i n :  E a s t  Midland P r i n t i n g  Company, L im ited ,  1957), p. 492.
^A lbion  W. S m all,  The C a m e ra l i s t s ,  The P io n e e rs  of German S o c ia l  
P o l i t y  (Chicago: The U n iv e r s i ty  of Chicago P r e s s ,  1909), c i t e d  by
Roald  F .  Campbell and R u s s e l l  T. Gregg, e d s . ,  in  A d m in is t r a t iv e  Behavior 
i n  E d u c a t io n  (New York: H arper and B ro th e r s ,  I n c . ,  1957), p . 86.
^W illiam  B ridgw ate r  and Seymour K u r tz ,  The Columbia 
E ncy c lo p ed ia  (New York: Columbia U n iv e r s i t y  P r e s s ,  1968), p. 900.
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i n t e r e s t s .  H is p e r c e p t io n  o f  th e  U n ited  S t a t e s  a s  a l a r g e ,  pow erful 
i n d u s t r i a l  power was more p ro p h e t i c  than  J e f f e r s o n ' s  concep t o f  a 
F e d e ra l  government w ith  l i t t l e  power and a u t h o r i t y .
Woodrow W ilson
In the  n in e te e n t h - c e n tu r y  U n ited  S t a t e s ,  the  word "adm in is ­
t r a t i o n "  was used  w ith  a governm ental c o n t e x t .  Concepts sugges ted  
by " a d m i n i s t r a t i o n "  were b a s ic  to  th e  r i s e  o f  p u b l ic  a d m i n i s t r a t i o n .
In  "The Study of A d m in i s t r a t i o n ,"  an e ssay  p u b l ish e d  in  the  P o l i t i c a l  
S c ience  Q u a r te r ly  in  1887, Wilson w ro te  t h a t  th e  o b je c t  o f  a d m in is t r a ­
t i v e  s tudy  was t o  r e s c u e  e x e c u t iv e  methods from c o n fu s io n  and w aste
and s e t  them on s t a b l e  p r i n c i p l e . ^  He w ished to  i d e n t i f y  p r i n c i p l e s
12to  c r e a t e  an  a d m in i s t r a t i v e  s c ie n c e ,  and ad ap t i t  to  governm ental
need s .  W ilson b e l ie v e d  t h a t  an American c i v i l  s e r v ic e  would l o g i c a l l y
13a r i s e  from an American a d m in i s t r a t i v e  s c ie n c e .
SCIENTIFIC MANAGEMENT ERA
Near the  c lo s e  of the  n in e te e n th  c e n tu r y ,  American and W estern 
European businessm en made g r e a t  e f f o r t s  to  r a i s e  i n d u s t r i a l  p r o f i t s  by 
low ering  p ro d u c t io n  c o s t s .  The s u c c e s s f u l  u se s  o f  the  assembly l i n e ,
^B ridgw ater  and K u rtz ,  p .  900.
■^ 0 wen8 , p . 4 .
^Woodrow W ilson , "The Study of A d m in i s t r a t i o n ,"  P o l i t i c a l  
S c ience  Q u a r t e r l y , I I ,  No. 2 ( Ju n e ,  1887), 197-222.
l^Owens, p .  36.
■^ Wilson, p. 217.
35
in te rc h a n g e a b le  p a r t s ,  and mass p ro d u c t io n  by Henry Ford about 1914 
a c c e l e r a t e d  the  d r iv e  f o r  t e c h n o lo g ic a l  b re a k th ro u g h s  and p ro d u c t iv e  
in n o v a t io n s .  T ec h n o c ra ts  and e n g in e e rs  were the key p e rs o n n e l  in  
t h i s  time o f  th e  c r e a t i o n  o f  an i n d u s t r i a l  e f f i c i e n c y  c u l t . ^
F r e d e r ic k  W. T ay lo r
F r e d e r i c k  Winslow T a y lo r ,  p io n e e r  S c i e n t i f i c  Manager, 
d is c o v e re d  and r e f i n e d  i n d u s t r i a l  management to  in c re a s e  worker 
e f f ic ie n c y .^ " *  He made an a r t  of t a s k  s p e c i a l i z a t i o n  and d iv i s i o n
1 fiof la b o r  w h ile  a p p ly in g  bo th  to  f a c to r y  p r o d u c t io n .  He was the  
f i r s t  to  s y s t e m a t i c a l ly  observe  th e  p ro c e s s e s  o f  i n d u s t r i a l  p roduc­
t i v i t y  to  prove f a c t o r y  p ro d u c t io n  cou ld  be s c i e n t i f i c a l l y  managed 
and a n a l y z e d . ^  '
A few months a f t e r  j o i n in g  th e  M idvale S t e e l  Company o f  
P en n sy lv an ia  in  1878, T ay lo r  was promoted to  gangboss o f  the  l a th e  
s e c t i o n .  In  t h i s  c a p a c i t y ,  he became convinced  w orkers  were ho ld in g  
back  on p r o d u c t io n .  To g a in  a f a i r  work day f o r  the  company,
T ay lo r  lowered the  p r i c e  o f  p iecew ork  and h i r e d  new men and ta u g h t  
them h im s e l f .  Many M idvale w orkers  r e s i s t e d  h i s  s u p e rv is io n  by
■^Owens, p . 5
l-*Jacob W. G e tz e l s ,  James M. Lipham, and Roald F. Campbell, 
E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P ro cess  (New York: Harper
and B r o th e r s ,  l iv e . ,  1968), p .  23.
^ W i l l i a m  T. Greenwood, Management and O rg a n iz a t io n a l  
B ehavior T h e o r ie s :  An I n t e r d i s c i p l i n a r y  Approach ( C in c in n a t i ,  Ohio:
South-W estern  P u b l i s h in g  Company, 1965), p .  5.
■^Getzels, Lipham, and Campbell, p. 25.
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sa b o ta g in g  m achines and b lam ing T ay lo r  f o r  the  breakdowns. D uring h i s  
y e a r s  36 M idvale gangboss ,  w orker-m anager c o n f l i c t s  remained a t  a h igh  
l e v e 1.
A f te r  b e in g  w ith  Midvale th r e e  y e a r s ,  T ay lo r  was made company
foreman. He had r e a l i z e d  t h a t ,  under th e  p iecew ork  system , w orkers
cou ld  n o t  in c re a s e  t h e i r  e a rn in g s  even w ith  g r e a t e r  p r o d u c t i v i t y .
The workmen, of c o u r s e ,  knew t h i s  to o .  Soon a f t e r  becoming foreman,
he changed a d m in i s t r a t i v e  p o l i c y  a t  Midvale to  l e s s e n  w orker-manager
h o s t i l i t i e s .  He was convinced  th e  main r e a so n  f o r  an tagonism s was
th e  igno rance  o f  management as  to  what was a p ro p e r  work day f o r  workmen.
T ay lo r  dec ided  on s c i e n t i f i c  management, r a t h e r  th a n  a s t r i c t l y  human
19r e l a t i o n s  ap p ro ach ,  to  so lv e  th e s e  p rob lem s.
T ay lo r  developed  management methods f o r  s t e e l  m i l l s ,  shops,
20and o f f i c e s  based  on th e  s c i e n t i f i c  method. T a y lo r ,  an e n g in e e r -  
e x e c u t iv e  by temperament and t r a i n i n g ,  b e l ie v e d  t h a t  human p e r f o r -
21mance v a r i a b i l i t y  cou ld  be used  to  f i n d  b e t t e r  ways of do ing  work.
He was i n t e r e s t e d  i n  f i e l d  t e s t i n g ,  e x p e r im e n ta t io n ,  and m easurab le  
22r e s u l t s .  B e l ie v in g  management cou ld  be le a rn e d  o n ly  by e x p e r ie n c e ,  
he nev er  a t te m p te d  p r e p a r a t io n  o f  a "com prehensive"  management
■ ^ W i l l i a m  m. F o x ,  " S c i e n t i f i c  Management: 'T a y lo r is m '"
i n  The E ncyc loped ia  o f  Management, by C ar l  H eyel,  e d .  (New York: 
Van N ostrand  R e inho ld  Company, 1973), p . 924.
•*-^Fox in  The E ncyc loped ia  o f  Management, p . 924.
^ B r id g w a te r  and K u r tz ,  p„ 2101.
^ R e n s i s  L i k e r t ,  New P a t t e r n s  of Management (New York: 
McGraw-Hill Book Company, 1961), p .  3.
^ F r e d e r i c k  W. T a y lo r ,  S c i e n t i f i c  Management (New York: 
H arper and B r o th e r s ,  I n c . ,  1947), p .  v .
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t r e a t i s e .  Each of h i s  s t u d i e s ,  th e  p aper ."S hop  Management" fo r
exam ple, r e s u l t e d  from a s p e c i f i c  c h a l le n g e .
As T ay lo r  began h i s  e f f i c i e n c y  s t u d i e s ,  i n d u s t r i a l  machines
were in c o m p le te ,  and w orkers were fo rc e d  to  perform  ta s k s  machines
cou ld  n o t  do. This  caused  w orkers  to  be mere e x te n s io n s  o f  m achinery .
At t h i s  t im e ,  in  p la n n in g  m achines and d e s ig n in g  work, only  w o rk e rs '
b i o l o g i c a l  needs were c o n s i d e r e d . ^  In t h i s  s e t t i n g ,  w o rk e rs '  t a s t e s ,
a s p i r a t i o n s ,  and a b s t r a c t  human needs were u s u a l l y  ig n o re d .  Management
b e l ie v e d  man would do a n y th in g  w i th in  h i s  p h y s ic a l  c a p a b i l i t i e s  i f  p a id  
9 Senough. T a y l o r ' s  g o a l  was to  an a lyze  r a t i o n a l l y  th e  a d m in i s t r a t i o n
26of human and m a t e r i a l  r e s o u rc e s  to  a t t a i n  o r g a n iz a t i o n a l  g o a l s .
T ay lo r  de te rm ined  by experim en t a p ro p e r  work day f o r  
w orkers  in  a l l  shop o p e r a t io n s  as  a means of r e f i n i n g  management.
He c r e a t e d  in  a few y e a r s  an a d m in i s t r a t i o n  more e f f e c t i v e  in  p roduc-
 ^ 27
t i v i t y  and good w orker r e l a t i o n s  than  e a r l i e r  management t e c h n iq u e s .
T a y l o r ' s  new management system  in v o lv e d  two key e lem en ts .
D iscovery  by experim en t o f  th e  b e s t  way o f  p e rfo rm in g  and the  c o r r e c t
time fo r  each  p ro d u c t iv e  o p e r a t io n  was th e  f i r s t  p a r t .  The second
elem ent was a  new la b o r  d i v i s i o n  between m anagers and w orkers .
^ T a y l o r ,  p . v .
^ V i c t o r  A. Thompson, Modern O rg a n iz a t io n s  (New York:
A lf re d  A. Knopf, I n c . ,  1961), p . 53.
^ F r e d e r i c k  W. T a y lo r ,  The P r i n c i p l e s  o f  S c i e n t i f i c  Management 
(New York: H arper and B r o th e r s ,  I n c . ,  1911).
9 6^DG e tz e l s ,  Lipham, and Cam pbell, p .  23.
2 7 x a y lo r ,  S c i e n t i f i c  Management, p .  x .
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Managers were e x p ec ted  to  f in d  the  most e f f i c i e n t  ways to  perform  
o p e r a t i o n a l  u n i t s ,  and they  were to  make a v a i l a b l e  to  workmen needed 
m a t e r i a l s  i n  the  c o r r e c t  amounts. The g r e a t  g a in s  in  p ro d u c t io n  under
no
T ay lo r  came from e l im i n a t in g  w aste  o f  worker and machine t im e . His
a d m i n i s t r a t i v e  and m a n ag e r ia l  p r i n c i p l e s ,  though a p p l ic a b le  m ain ly  to
shop o p e r a t io n s ,  caused  m a n a g e r ia l  and c o n t r o l  r e f in e m e n ts  in  l a rg e  
29f a c t o r i e s .
T a y l o r ' s  su p e rv is o ry  e x p e r ie n c e s  a t  M idvale made him aware of
th e  v a lu e  o f  harmonious w orker-m anager r e l a t i o n s h i p s .  He r e p e a te d ly
em phasized th e  need f o r  more e n l ig h te n e d  a t t i t u d e s  o f  foremen toward
w o rk e rs .  A u th o r i t a r i a n  or " m i l i t a r y "  a d m i n i s t r a t i o n ,  t r a d i t i o n a l  in
h i s  time and e a r l i e r ,  was to  be r e p la c e d  by m utual h e lp fu ln e s s  between
w orkers  and managers e x e m p li f ie d  by d e d ic a te d  te a c h e r s  and w i l l i n g  
30s tu d e n t s .  He b e l ie v e d  t h a t  u n le s s  th e re  were improvements in  th e
a t t i t u d e s  o f  foremen toward w o rk e rs ,  as  w e l l  a s  more e f f i c i e n t  methods
o f  p r o d u c t io n ,  " S c i e n t i f i c  management can n o t be s a id  to  e x i s t  in  any 
31e s t a b l i s h m e n t . "
T ay lo r  s e t  up d e f i n i t e  t a s k s  f o r  w orkers  which c a l l e d  fo r  
h ig h  e f f i c i e n c y  s ta n d a rd s .  In  doing  t h i s ,  he  s ta n d a rd iz e d  work methods 
and shop c o n d i t io n s  which in f lu e n c e d  e f f i c i e n c y .  S ta n d a rd i z a t io n  o f  
management and method o f  c o n t r o l l i n g  work c o n d i t i o n s ,  c e n t r a l i z e d
^ T a y l o r ,  S c i e n t i f i c  Management, p .  x .
^G reenw ood , p .  5 .
^Ofirnest D ale and L ynda ll  F. Urwick, S t a f f  in  O rg a n iz a t io n  
(New York: McGraw-Hill Book Company, 1960), pp. 58-59.
31-Dale and Urwick, pp. 58-59 .
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c o n t r o l  in  d e p a r tm e n ta l  l e a d e r s ,  and h ig h  t e c h n i c a l  t r a i n i n g  f o r  a l l  
f a c t o r y  p e r s o n n e l  were recommended a s  e s s e n t i a l s  of f i rm  e f f i c i e n c y . - ^  
T a y lo r ,  f o r  whom o u tp u t  o r  w orker p ro d u c t io n  was v i t a l l y  
im p o r ta n t ,  i n t e l l e c t u a l i z e d  f a c t o r y  management. R a t i o n a l i t y ,  c o r r e c t  
p a r t s  a r ran g em en t,  s y s te m a t ic  and l o g i c a l  work r e g u l a t i o n ,  and c o n t r o l  
were methods o f  i n t e l l e c t u a l i z i n g  p r o d u c t i v i t y  f o r  g r e a t e r  e f f i c i e n c y .  
His management employed c o n t r o l ,  a c c o rd in g  to  c l e a r  s c i e n t i f i c  
p r i n c i p l e s ,  o f  a l l  m ethods, m a t e r i a l s ,  and work c o n d i t io n s  and i t s  
amount, f low , and q u a l i t y . 33
F r e d e r i c k  W. T ay lo r  made th e  f i r s t  s c i e n t i f i c ,  s y s te m a t ic  
a t te m p t  to  improve i n d u s t r i a l  e f f i c i e n c y ,  and "T ay lo rism "  e v e n tu a l ly  
became a perm anent f e a t u r e  o f  shop m a n a g e m e n t .^  Though h i s  ad m in is ­
t r a t i v e  views were r a t h e r  narrow  and r e s t r i c t i v e ,  T a y l o r ' s  work proved
35a d m in i s t r a t i o n  cou ld  be s c i e n t i f i c a l l y  s tu d ie d  and a n a ly z e d .
H enri Fayo l
H enri Fayo l (1841-1925) was one o f  th e  more d i s t i n g u i s h e d  
f ig u r e s  Europe gave to  s u p e rv is io n  and management. He was f o r  t h i r t y  
y e a r s  (1888-1918) c h i e f  e x e c u t iv e  o f  the  g r e a t  French m e t a l l u r g i c a l
^^Frank B ark ley  Copley, F r e d e r ic k  W. T ay lo r  (New York: 
Augustus M. K e l le y ,  I n c . ,  1923), I ,  p . 346.
33cop ley ,  p .  246.
^ F r e d e r i c k  W. T a y lo r ,  "Shop Management" in  S c i e n t i f i c  
Management (New York: H arper and Row P u b l i s h e r s ,  1947),  PP. 08-99 .
by E r n e s t  Dale and L ynda l l  F. Urwick, S t a f f  in  O rg a n iz a t io n  
(New York: McGraw-Hill Book Company, 1960), p .  59.
S^Getzels, Lipham, and Campbell, p. 25.
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and m ining combine, Com m entry-Fourcham bault-D ecazeville  
("C om am bault"). When he became d i r e c t o r  o f  th e  company, o p e ra t io n s  
were n e a r in g  b an k ru p tc y ,  b u t  when he r e t i r e d ,  the  f i n a n c i a l  s t a t u s  
o f  "Comambault" was e x c e l l e n t .  Members of th e  combine had ,  in  f a c t ,  
c o n t r i b u t e d  s i g n i f i c a n t l y  to  the  F rench  e f f o r t  i n  World War I ,  and the  
a d m in i s t r a t i v e  s t a f f  o f  th e  o r g a n iz a t i o n  was famous over a l l  Europe. 
A f te r  r e t i r i n g  a t  age s e v e n ty -s e v e n ,  in  1918, Fayo l devoted  h i s  
rem a in in g  seven y e a r s  to  p o p u la r i z in g  h i s  a d m in i s t r a t i v e  th e o ry  and 
a d v o c a t in g  i t s  use  in  a r e a s  o th e r  th an  b u s in e s s — the  m i l i t a r y  and 
governm ent. °
F a y o l ,  who i n i t i a l l y  looked w i th  d i s f a v o r  on T a y l o r ' s  s t u d i e s ,  
e v e n t u a l l y  viewed T a y l o r 's  work as complementary to  h i s  own. T ay lo r  
had worked w ith  m idd le  management w hereas F ay o l had s tu d ie d  the  top
OQ
l e v e l s  o f  management. y
In  1925, a union  o f  th e  "C en tre  d 'E tu d e s  A d m in i s t r a t iv e s "  was 
founded , and th e  "C onference  de 1 'O r g a n i s a t io n  F ra n c a i s e "  was concluded . 
The o r g a n iz a t io n  was c r e a te d  to  p r e s e n t  F a y o l ' s  id e a s  to  F ran ce .  With 
th e  e s ta b l i s h m e n t  o f  th e  new o r g a n iz a t i o n ,  F rance  became the  f i r s t  
n a t i o n  to  have an  i n s t i t u t i o n  devo ted  to  the  s tudy  and a p p l i c a t i o n  of 
th e  s c i e n t i f i c  method to  b u s in e s s  and o th e r  o rg a n iz a t io n .^ ®
Fayo l w ro te  many p a p e r s ,  books, and a r t i c l e s  on a d m in i s t r a t i o n .  
One o f  h i s  im p o r ta n t  books was A d m in i s t r a t io n  I n d u s t r i e l l e  e t
Of L
JOC a r l  H eyel,  e d . ,  The E ncyc loped ia  o f  Management (New York: 
Van N ostrand  R e inho ld  Company, 1973), p .  242.
^^H eyel, p .  242. 33H eyel,  242.
39Heyel, p. 242. ^°Heyel, p. 242.
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G en era le - -P re v o y a n c e ,  O rg a n is a t io n ,  Commandement, C o o rd in a t io n ,
41C o n tro le ,  1916.
This  top  management t h i n k e r ,  who a t t r i b u t e d  h i s  su ccess  not
to  h i s  a b i l i t y ,  bu t to  h i s  a d m in i s t r a t i v e  system , worked e x t e n s iv e ly
w ith  p r i n c i p l e s  and te c h n iq u e s  com patib le  w i th  th e  s c i e n t i f i c  method.
A nalyzing  and i s o l a t i n g  th e  co n ce p ts  o f  a d m in i s t r a t i o n  was h i s  unique
m a n ag e r ia l  c o n t r i b u t i o n .  He p re p a re d  th e  way f o r  the  f u n c t i o n a l
schoo l o f  though t and c l a r i f i e d  the  th in k in g  of top  management on
a d m i n i s t r a t i o n . ^  Fayo l t r i e d  to  c r e a t e  o r  d is c o v e r  a u n iv e r s a l  s e t
of a d m in i s t r a t i v e  p r i n c i p l e s ,  e v e n tu a l ly  co n c lu d in g  t h a t  th e re  e x i s t e d
one a d m in i s t r a t i v e  sc ie n c e  w i th  a p p l i c a t i o n  to  a l l  o r g a n iz a t i o n a l  
/ 1
a d m in i s t r a t i o n .  The s i x  p a r t s  o f  h i s  management p lan  in c lu d ed  
f o r e c a s t i n g ,  p la n n in g ,  commanding, o r g a n iz in g ,  c o o r d in a t in g ,  and 
c o n t r o l l i n g . ^
While T ay lo r  s tu d ie d  w orkers  and Fayol s tu d ie d  m anagers , the 
aim o f  b o th  was in c re a s e d  p ro d u c t io n .  They minimized in t e r p e r s o n a l  
worker r e l a t i o n s  w h ile  s t r e s s i n g  a d m in i s t r a t i v e  p ro c e s s e s  and p roduc­
t i v e  e f f i c i e n c y .  Fayo l f e l t  t h a t  t r a i n e d  a d m in i s t r a t o r s  were a 
n e c e s s i t y  f o r  improved e f f i c i e n c y .  He b e l ie v e d  t h a t  u s e f u l  and
^ H e y e l ,  p .  242.
^ C l a u d e  s .  George, J r . ,  The H is to ry  o f  Management Thought 
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1968), p .  106.
^ D a l e  and Urwick, p .  148.
^Dale and Urwick, p. 107.
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w o r th le s s  a d m in i s t r a t i o n  e x i s t e d  to g e th e r  " w i th  a p e r s i s t e n c e  only  to 
be e x p la in e d  by la c k  o f  th e o ry .
Fayo l was a u n i v e r s a l i s t  who con tended  t h a t  h i s  p r i n c i p l e s  
would b e n e f i t  a l l  m anagers . He f a i l e d  t o  r e a l i z e  though t h a t  managers 
m ight need more th an  j u s t  management p r i n c i p l e s  to  manage s u c c e s s f u l l y .
He b e l ie v e d  t h a t  w orkers  would depend more on a d m in i s t r a t i v e  th eo ry
and l e s s  on t e c h n ic a l  knowledge when th ey  reached  the  top l e v e l s  of
t  46 management.
Max Weber
Max W eber 's  m ajor t h e o r e t i c a l  i n t e r e s t  was " b u re a u c ra c y ."
His o r g a n iz a t i o n a l  co n cep t d i f f e r e d  g r e a t l y  from the  b u n g lin g  and 
i n e f f i c i e n c y  f r e q u e n t ly  su g g es ted  by " b u re a u c ra c y ." ^ ^  His d u ra b le ,  
b r i l l i a n t  a d m in i s t r a t i v e  th e o ry  seemed p rom ising  in  h i s  day and h as  
s in c e  proven  in v a lu a b le  to  a d m in i s t r a t i v e  and o r g a n iz a t i o n a l  theory .^®
The rea so n  fo r  th e  advan tage  of b u reau c ra cy  over o th e r  o r g a n iz a t i o n a l  
forms was i t s  t e c h n ic a l  s u p e r i o r i t y . ^  A ccording to  Weber, bu reau c racy  
was t e c h n i c a l l y  s u p e r io r  to  o th e r  forms o f  a d m in i s t r a t i o n ,  much a s  machine
^ C o n s t a n c e  S t o r r s ,  t r a n s . ,  G enera l and I n d u s t r i a l  Management, 
by H enri F ayo l (London: S i r  I s a a c  P itm an and Sons, 1949), p .  14,
c i t e d  by R obert  G. Owens, O rg a n iz a t io n a l  B ehav ior  in  S chools  
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), p. 6.
^ G e t z e l s ,  Lipham, and Cam pbell, p . 26.
^ W i l l i a m  F oo te  Whyte, O r g a n iz a t io n a l  B ehav io r ,  Theory and 
A p p l ic a t io n  (Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,  and The
Dorsey P r e s s ,  1969), p .  6 .
^®0wens, O rg a n iz a t io n a l  B ehav ior  in  S c h o o ls , p .  7.
^ H .  H. G erth  and C. W right M i l l s ,  From Max Weber: E ssays  in
S oc io logy  (New York: Oxford U n iv e r s i ty  P r e s s ,  1946), p . 214.
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p ro d u c t io n  was b e t t e r  than  p ro d u c t io n  by hand."*® The advance of
b u reau c ra cy  depended on i t s  t e c h n ic a l  s u p e r i o r i t y
In  an  e r a  of b u s in e s s  dom ination  by a u t h o r i t a r i a n  and a u t o c r a t i c
method, Weber hoped bu reau c racy  would be more f a i r ,  r a t i o n a l ,  and l e s s
p a r t i a l  than  t r a d i t i o n a l  o r g a n iz a t i o n s .  The d e c id e d ly  im personal
c h a r a c t e r  would m inimize w orker i n t e r a c t i o n  and c o n f l i c t s ,  f r e e in g
w orkers  to  conduct b u s in e s s  in  an a tm osphere la c k in g  f r i c t i o n  and 
C Oc o n fu s io n .  In  b u re a u c ra c y ,  s p e c i a l i z e d  s k i l l s  cou ld  be b e s t  adap ted
53fo r  a d m in i s t r a t i v e  p r e c i s e n e s s ,  r e l i a b i l i t y ,  and e f f i c i e n c y .
W eber 's  b u r e a u c r a t i c  a d m in i s t r a t i v e  p ro c e s s  in c lu d e d  the 
fo l lo w in g  p r a c t i c e s :
1. S y s tem a tic  d i s t r i b u t i o n  of o rd in a ry  work a c t i v i t i e s  a s  
o f f i c i a l  d u t i e s .
2 . Jobs  a r ra n g e d  in  a h ie ra r c h y  w ith  th e  w r i t t e n  a u t h o r i t y  
o f  each jo b h o ld e r  c a r e f u l l y  s e t  f o r t h .
3 . P r e p a r a t io n  o f  documents govern ing  o r g a n iz a t i o n a l
c o n d u c t .
-’^Reinhard  Bendix , Max Weber (New York: Doubleday and
Company, 1960), p .  421.
5 1S . N. E i s e n s t a d t ,  e d . ,  Max Weber On Charisma And I n s t i t u t i o n  
B u i ld in g  (Chicago and London: The U n iv e r s i t y  o f  Chicago P r e s s ,  1968),
p . 74.
^Owens, p, 7,
53joseph  W. McGuire, T h eo r ie s  o f  B u s in ess  Behavior (Englewood 
C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1967), p . 29.
^ E r n e s t  D a le ,  Management: Theory and P r a c t i c e  (New York:
McGraw-Hill Book Company, 1973), p .  158.
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The r e s u l t  o f  c o r r e c t  worker employment and c a r e f u l  d e f i n i t i o n  of 
worker r e l a t i o n s h i p s  was b u re a u c ra c y ,  the most e f f i c i e n t  o r g a n iz a t i o n a l  
fo rm .-^
B ureaucracy  in v o lv ed  d i v i s i o n  o f  i n t e g r a t e d  a c t i v i t i e s  seen
as  o f f i c i a l  d u t i e s  of o f f i c e .  R ules  o f  b u r e a u c r a t i c  s t r u c t u r e
c l a r i f i e d  d i f f e r e n t  c o n t r o l s ,  s a n c t i o n s ,  and p r i v i l e g e s .  Role
ass ignm ent was based  on worker q u a l i f i c a t i o n s  d is c o v e re d  th rough
im p a r t i a l  e x a m in a t io n s .  D u tie s  and r e s p o n s i b i l i t i e s  of p r o f e s s i o n a l
b u r e a u c ra t s  were s e t  f o r t h  in  w r i t t e n  g u i d e l i n e s ,  e l im i n a t in g  the
56i s s u in g  o f  r u l e s  f o r  each  c a s e .  Weber d i s t i n g u i s h e d  among o rg a n iz a ­
t i o n  members p o s s e s s in g  s p e c i a l  a u t h o r i t y  and r e s p o n s i b i l i t y .  Members 
were f u r t h e r  s u b d iv id e d  in t o  groups w i th  l e a d e r s  and w orkers  under 
them who p o s se s s e d  a u t h o r i t y  over th e  s t a f f .  He concluded  t h a t  t h i s
b a s ic  a d m i n i s t r a t i v e  p la n  was normal and e f f e c t i v e  fo r  a l l  g roups in
57r o u t i n e  human e n t e r p r i s e .  In  b u re a u c ra c y ,  a l a rg e  o r g a n iz a t i o n a l
h ie ra r c h y  w i th  la b o r  d i v i s i o n  and s p e c i a l i z a t i o n  o f  t a s k ,  peop le  were
ap p o in te d  by member o f f i c i a l s  to  b u r e a u c r a t i c  v o c a t io n s .  Workers were
no t a l low ed  to  sim ply  e n t e r  and leav e  bu reau c racy  a t  w i l l .  When
w orkers  perform ed w e l l ,  th ey  were rew arded by t h e i r  b u r e a u c r a t i c
s u p e r io r s  w i th  p ro m o tio n s .  Workers ascended  th e  o r g a n iz a t i o n a l
58s t r u c t u r e  by conform ing to  b u r e a u c r a t i c  s ta n d a r d s .
55D a le ,  p .  158.
■^Amitai E t z i o n i ,  Complex O rg a n iz a t io n s  (New York: H o l t ,
R in e h a r t ,  and W inston, I n c . ,  1964), p .  49.
- ^ T a l c o t t  P a rs o n s ,  e d . ,  Max Weber, The Theory o f  S o c ia l  and 
Economic O rg a n iz a t io n  (New York: Oxford U n iv e r s i t y  P r e s s ,  1974), p. 3.
58whyte, p. 6.
Weber was conv inced  t h a t  bu reaucracy  was b e s t  s u i t e d  to  the 
needs o f  l a r g e ,  complex o r g a n iz a t i o n s  s e rv in g  many c l i e n t s .  His 
c o n c e p t io n  in c lu d e d  th e  e l im i n a t io n  o f  th e  i r r a t i o n a l i t y  and f r u s t r a ­
t i o n  o f  l a rg e  b u s in e s s e s  where worker r e l a t i o n s h i p s  were o rg an iz ed  on 
59a p e r s o n a l  b a s i s .  He b e l ie v e d  we11- a d m in is te r e d  bu reau c racy  was 
e f f i c i e n t  because  o f  th e  t e c h n i c a l  e x p e r t i s e  t r a i n i n g  o f  a l l  i t s  
members.
SUMMARY
The C a m e r a l i s t s ,  A lexander H am ilton , and Woodrow Wilson 
deve loped  a d m i n i s t r a t i v e  t h e o r i e s  b e fo re  th e  tw e n t ie th  c e n tu ry .  
Cameralism aimed a t  i d e n t i f y i n g ,  i n c r e a s i n g ,  and c o n se rv in g  ta x e s  
fo r  European r u l e r s .  A lexander H am ilton t r i e d  to  e s t a b l i s h  and 
a d m in is te r  th e  f in a n c e s  of th e  i n f a n t  U n ited  S t a t e s  a c c o rd in g  to  
sound b u s in e s s  p r i n c i p l e s .  Woodrow W ilson encouraged  th e  s e a rc h  f o r  
a d m in i s t r a t i v e  p r i n c i p l e s  which would le a d  to  improved governm ental 
e f f i c i e n c y .
The a c c e l e r a t i o n  o f  the  I n d u s t r i a l  R e v o lu t io n  in  W estern 
Europe and the  U n ite d  S t a t e s  about 1900 le d  to  a c u l t  o f  b u s in e s s  or 
i n d u s t r i a l  e f f i c i e n c y .  S c i e n t i f i c  Managers F r e d e r ic k  W. T a y lo r ,  Henr 
F a y o l ,  and Max Weber sea rc h e d  fo r  e f f i c i e n c y  p r i n c i p l e s  based  on the  
s c i e n t i f i c  method.
T a y lo r ,  founder o f  S c i e n t i f i c  Management, a t te m p te d  to  
l o g i c a l l y  and s c i e n t i f i c a l l y  an a ly ze  each  human and m a te r i a l  r e s o u rc e  
in  the  f a c t o r y  o p e r a t io n .  He sea rch ed  f o r  th e  most e f f i c i e n t  ways of
59owens, p. 7.
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perfo rm in g  p ro d u c t iv e  ta s k s  and a more e f f i c i e n t  manager-worker la b o r  
d i v i s i o n .  His p ro d u c t iv e  g a in s  stemmed c h i e f l y  from e l im i n a t in g  wasted 
w orker and machine m o tions .
H enri F a y o l ,  a F rench  t o p - l e v e l  m anager, s ea rch ed  f o r  a unique 
s e t  of a d m in i s t r a t i v e  p r i n c i p l e s .  One o f  h i s  im p o r tan t  c o n t r i b u t i o n s  
was the  i s o l a t i o n  of a d m in i s t r a t i v e  p r e c e p ts  which he c o n s id e re d  
u n i v e r s a l .  The s ix  p a r t s  o f 'F a y o l ' s  management p la n  w ere: f o r e c a s t i n g ,
p la n n in g ,  commanding, o r g a n iz in g ,  c o o r d in a t in g ,  and c o n t r o l l i n g .
Max Weber, prom inent German w r i t e r  and t h e o r e t i c i a n ,  c la im ed 
b u reau c ra cy  was th e  most e f f i c i e n t  o r g a n iz a t i o n a l  form m ain ly  because  of 
i t s  t e c h n ic a l  s u p e r i o r i t y .  He b e l ie v e d  t h a t  th e  in h e re n t  lo g ic  and 
r a t i o n a l i t y  o f  b u reau c ra cy  g u a ra n te e d  f a i r  t r e a tm e n t  f o r  a l l  members.
He p e rc e iv e d  b u r e a u c r a t i c  a c t i v i t y  as  o f f i c i a l  d u ty ,  a r ra n g e d  jo b s  in  a 
h ie r a r c h y  o f  im p o r tan ce ,  and p re p a re d  w r i t t e n  d e s c r i p t i o n s  f o r  each  
jo b .
In t r o d u c t io n  to  F ig u re  3
A b r i e f  overview  of th e  t h e o r i e s  o f  th e  C a m e ra l i s t s ,  A lexander 
H am ilton , Woodrow W ilson , F r e d e r i c k  W. T a y lo r ,  H enri F a y o l ,  and Max 
Weber i s  p re s e n te d  in  F ig u re  3 as  they  ap p ea r  i n  C hap te r  3 . The m ajor 
a d m in i s t r a t i v e  c o n c e p ts  of each  group o r  pe rso n  i s  shown in  F ig u re  3.
The s e q u e n t i a l ,  h i s t o r i c a l  evolvem ent o f  th e o ry - - f ro m  the  view of 
a d m in i s t r a t i o n  a s  s e r v ic e  to  the  s t a t e  to  the  complex a n a ly s e s  of 
S c i e n t i f i c  Management—was i d e n t i f i e d  and s e t  f o r t h .
I n t r o d u c t io n  to  F ig u re  4
F ig u re  4  i s  a com parison o f  the  a d m in i s t r a t i v e  t h e o r i e s  of 
S c i e n t i f i c  Managers F r e d e r i c k  W. T a y lo r ,  H enri F a y o l ,  and Max Weber.
47
Each m ajor S c i e n t i f i c  Management f i g u r e - - T a y l o r ,  F a y o l ,  and Weber-- 
developed  a d m in i s t r a t i v e  p r i n c i p l e s  m a in ly  f o r  th e  prom otion o f  
p ro d u c t iv e  e f f i c i e n c y .  An ex am in a t io n  of F ig u re  4 shows t h a t  each  
t h e o r i s t  a l s o  made some p r o v is io n  fo r  w orkers  as  humans. F r e d e r ic k  
W. T a y lo r ,  H en ri F a y o l ,  and Max Weber b e l i e v e d  t h a t  e x c e l le n c e  of 
o r g a n iz a t i o n a l  c o n s tru c t- -e m b o d y in g  f i rm  r a t i o n a l i t y ,  i m p a r t i a l i t y ,  
and f a i r n e s s  to  w o rk e r s - -g u a ra n te e d  the  m ee ting  of w o rk e rs '  human 
n e e d s .
F ig u re  4 shows t h a t  F r e d e r i c k  W. T a y lo r ,  H enri F a y o l ,  and 
Max Weber u t i l i z e d  many o f  the  same a d m i n i s t r a t i v e  id e a s  to  promote 
f i rm  e f f i c i e n c y  and to  s a t i s f y  the  human co n ce rn s  of w o rk ers .  T h e ir  
te c h n iq u e s  of prom oting  th e s e  e n d s ,  however, d iv e rg e d  in  c e r t a i n  
im p o r tan t  r e s p e c t s .
T a y lo r ,  F a y o l ,  and Weber adhered  t o  th e  fo l lo w in g  a d m in i s t r a t i v e  
p r a c t i c e s :  human e n g in e e r in g ,  use o f  the  most e f f i c i e n t  employment of
w o rk e rs ,  s c i e n t i f i c a l l y  chosen  and t r a i n e d  forem en, w orker-manager 
c o o p e ra t io n ,  f i rm  r a t i o n a l i t y  and i m p a r t i a l i t y ,  and the  m eeting  of 
w o rk e rs '  human needs th rough  e x c e l le n c e  o f  f i rm  c o n s t r u c t .
T ay lo r  and F a y o l - - b u t  n o t  W eber--gave s p e c i a l  a t t e n t i o n  to  
the  "economic man" m o t iv a t io n a l  view of w orkers  and th e  use  of 
s c i e n t i f i c  a d m in i s t r a t i v e  p r i n c i p l e s .  Fayo l and W eber--but n o t  
T a y l o r - - e x p l i c i t l y  p ro v id ed  f o r  p r o f e s s i o n a l l y  t r a i n e d  a d m in i s t r a t o r s .  
T ay lo r  and W eber--bu t n o t  Fayol--m ade s p e c i a l  e f f o r t s  to  employ 
s c i e n t i f i c  a n a ly s e s  o f  th e  t o t a l  f i rm  and t a s k  arrangem ent and 
a s s ig n m e n t .
T a y lo r - -b u t  n o t  F ayo l o r  W e b e r - - ro u t in e ly  used  s c i e n t i f i c  
job  a n a l y s e s ,  a n e a r  e q u a l i t y  of w orker-m anager work d i v i s i o n ,
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m onetary i n c e n t iv e s  f o r  w o rk e rs ,  and th e  s c i e n t i f i c  d e te rm in a t io n  
of a p ro p e r  work day f o r  w o rk e rs .  F a y o l - - b u t  n o t  T ay lo r  o r  Weber-- 
made f r e q u e n t  use o f  s e p a ra te  f a c t o r y  a d m i n i s t r a t i o n ,  the  s e a rc h  fo r  
a u n iv e r s a l  s e t  o f  a d m in i s t r a t i v e  p r i n c i p l e s ,  and p la n n in g ,  c o o r d in a t in g ,  
c o n t r o l l i n g ,  f o r e c a s t i n g ,  and commanding. Weber—b u t  n o t  T ay lo r  or 
F a y o l - - s t r e s s e d  s c i e n t i f i c  t a s k  s p e c i a l i z a t i o n ,  w r i t t e n  r u l e s  of 
o r g a n i z a t i o n a l  du ty  and co n d u c t ,  the  s c i e n t i f i c  m atching  o f  w orkers 
and work, and l i f e t i m e  appoin tm ent to  th e  f i rm .
Though T a y lo r ,  F a y o l ,  and Weber used b o th  i d e n t i c a l  and 
v a r i e d  means to  f i rm  e f f i c i e n c y  and th e  s a t i s f a c t i o n  o f  w o rk ers ,  
t h e i r  p rim ary  g o a l  was to  upgrade the  m e c h a n is t i c  a s p e c t s  of i n d u s t r i a l  
e f f i c i e n c y .  Under S c i e n t i f i c  Management, th e  m eeting  o f  w o rk e rs '  
human needs in  o r g a n iz a t i o n a l  s e t t i n g s  was secondary  and i n c i d e n t a l  
to  th e  d isc o v e ry  o f  more e f f i c i e n t  means of p ro d u c t io n .
Max Weber
H enri
Fayol
F r e d e r i c k  W. 
T ay lo r
Woodrow
Wilson
Alexander
Hamilton
Cameralism
Developed b u reau c racy  a s  a 
v ia b le  o r g a n iz a t i o n a l  concep t.  
A t t r i b u t e d  e f f i c i e n c y  o f  b u reau ­
c ra c y  to  i t s  im personal n a tu re  
and i t s  p r o f e s s i o n a l l y - t r a i n e d  
s t a f f .
T o p - le v e l  manager who i d e n t i f i e d  
a d m in i s t r a t i v e  p r i n c i p l e s  com­
p a t i b l e  w ith  th e  s c i e n t i f i c  method. 
S t r e s s e d  worker e f f i c i e n c y  w hile  
m in im iz ing  i n t e r p e r s o n a l  r e l a t i o n s .
M id d le - le v e l  manager who empha­
s iz e d  w orker e f f i c i e n c y .  Used 
time and m otion s tu d ie s  to  
in c re a s e  e f f i c i e n c y .  Minimized 
Human R e la t io n s  p r a c t i c e s .
C a l le d  fo r  c r e a t i o n  o f  an 
American a d m in i s t r a t i v e  s c ie n c e  
to  f o s t e r  e f f i c i e n c y  in  government.
Favored c o o p e ra t io n  between F e d e ra l  
government and f i n a n c i a l  i n s t i t u t i o n s .  
Management o f  U.S. f in a n c e s  acc o rd in g  
to  sound b u s in e s s  p r a c t i c e s .
A d m in is t r a t io n  as  concep t of s e r v ic e  
to  th e  s t a t e .  A d m in is t r a t iv e  system 
to  in s u re  f in a n c e s  f o r  r u l e r .
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A d m in is t r a t iv e  Concepts T ay lo r  Fayo l Weber
"Economic ipan" m o t iv a t io n a l  view X X
Human e n g in e e r in g X X X
Most e f f i c i e n t  employment o f  w orkers X X X
S c i e n t i f i c  a d m i n i s t r a t i v e  p r i n c i p l e s X X
S c i e n t i f i c  job  a n a ly se s X
S c i e n t i f i c  a n a l y s i s  of th e  t o t a l  f i rm X X
S c i e n t i f i c a l l y  chosen  and t r a i n e d  foremen X X X
Near e q u a l i t y  o f  worker-m anager work d iv i s i o n X
Monetary i n c e n t iv e s  f o r  w orkers X
Task a rrangem ent and ass ignm en t X X
A s c i e n t i f i c a l l y  de te rm ined  d a y 's  work X
Worker-manager c o o p e ra t io n X X X
P r o f e s s i o n a l l y  t r a i n e d  a d m in i s t r a t i v e  s t a f f X X
S e p a ra te  f a c t o r y  a d m in i s t r a t i o n X
S earch  f o r  u n i v e r s a l  a d m i n i s t r a t i v e  p r i n c i p l e s X
P la n ,  C o n tro l ,  C o o rd in a te ,  F o r e c a s t ,  and Command X
Firm  r a t i o n a l i t y  and i m p a r t i a l i t y X X X
S c i e n t i f i c  t a s k  s p e c i a l i z a t i o n X
W rit te n  r u l e s  o f  du ty  and conduct X
S c i e n t i f i c a l l y  matched w orkers  and jobs X
L ife t im e  appoin tm ent X
W orkers ' needs met th rough  f i rm  q u a l i t y X X X
X d en o te s  com pliance o f  t h e o r i s t  w ith  c o n c e p t .
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C hap ter  4 
HUMAN RELATIONS MOVEMENT, 1935-1950 
INTRODUCTION
In  1924 the  Englishm an, O l iv e r  Sheldon , w ro te  The P h ilo sophy  
o f  Management which was w id e ly  used  as a te x tb o o k  in  B r i t a i n  and the  
U nited  S t a t e s .  His t h e s i s  was t h a t  T a y l o r ' s  s c i e n t i f i c  management 
system  d id  n o t  d e t r a c t  from th e  human job  o f  managers to  manage.'*'
In  1926, Sam Lewisohn w rote "New L ea d e rsh ip  in  I n d u s t r y "  which 
p re s e n te d  a new p e r s p e c t iv e  on r e s p o n s i b i l i t i e s  o f  p e rs o n n e l  s p e c i a l ­
i s t s  f o r  m a in ta in in g  e f f e c t i v e  human r e l a t i o n s  in  o r g a n iz a t i o n s .  He
contended  t h a t  w orkers  wanted " j u s t i c e ,  s t a t u s ,  and o p p o r t u n i t y . "
2I t  was th e  du ty  o f  managers to  see  t h a t  th e se  needs were met.
Before th e  Human R e la t io n s  Movement, l i t t l e  a t t e n t i o n  was 
g iven  the  needs and f e e l i n g s  o f  w orkers  o r  the  q u a l i t y  of work 
env iro n m en ts .  C o o rd in a t io n  o f  o r g a n i z a t i o n a l  p a r t s ,  e s p e c i a l l y  
a u t h o r i t y  r o l e s ,  had been s t r e s s e d  a g r e a t  d e a l .  A d m in is t r a t iv e  
th e o ry  and p o l i c y  b e fo re  the  Human R e la t i o n s  e r a  were c l o s e l y  t i e d  
to  o r g a n iz a t io n  f o r  p ro d u c t iv e  e f f i c i e n c y .
Human R e la t i o n s  e x p e r im e n ta t io n ,  beg in n in g  in  the 1 9 2 0 's ,  
focused  on c r e a t i n g  d e s i r a b l e  w orking r e l a t i o n s h i p s  and a g re e a b le
•klarl H eyel,  e d . , The E ncyc loped ia  o f  Management (New York: 
Van N ostrand  R einho ld  Company, 1973), p .  928.
^Heyel, p .  929.
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work en v iro n m en ts .  A ccording to  K imball W ile s ,  th e  i d e a l  Human 
R e la t i o n s  a d m in i s t r a t o r  was one who b e l i e v e d  in  th e  w orth  o f  p e o p le ,  
r e s p e c t e d  o t h e r s '  f e e l i n g s  and a t t i t u d e s ,  and w ished  to  h e lp  a l l  l i v e  
i n  harmony. Human R e la t io n s  a d m in i s t r a t o r s  shou ld  p o s s e s s  the  s k i l l s  
n e c e s s a ry  to  promote th e s e  ends .
Human R e la t io n s  i n  a d m in i s t r a t i o n  was in f lu e n c e d  by an 
experim en t i n  1938 a t  th e  C h ild  W elfare  S t a t i o n  a t  the  U n iv e r s i ty  o f  
Iowa. These r e s e a r c h e r s  e x p lo re d  th e  p o s s ib le  e f f e c t s  o f  l e a d e r s h ip  
ty p e s  on group p e rfo rm ance ,  and the e x p e r im e n ta t io n  was conducted  by 
Kurt Lewin, Ronald L i p p i t t ,  and Ralph K. W hite .^  A nother ev en t which 
was im p o r ta n t  to  Human R e la t i o n s  was the  Hawthorne e x p e r im e n ta t io n  of 
E l to n  Mayo."*
Mary P a rk e r  F o l l e t t  was a p io n e e r in g  management p h i lo so p h e r  
whose work h e lp e d  b r id g e  the  gap between S c i e n t i f i c  Management and 
modern b e h a v io r a l  a d m in i s t r a t i o n .  She was most r e s p o n s ib l e  f o r  the
group p ro c e s s  approach  f o r  so lv in g  th e  problem s o f  a d m in i s t r a t i o n  o r
. . 6s u p e r v i s io n .
^Kimball W iles ,  S u p e rv is io n  f o r  B e t t e r  Schools  (New York: 
P r e n t i c e - H a l l ,  I n c . ,  1955), p . 106.
^ a l p h  K. White and Ronald O. L i p p i t t ,  A utocracy  and Democracy: 
An E x p e r im en ta l  I n q u i ry  (New York: H arper and Row P u b l i s h e r s ,  1960),
c i t e d  by Jacob W. G e tz e l s ,  James M. Lipham, and Roald  F .  Campbell, 
E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P ro c e s s  (New York: H arper and
B r o th e r s ,  I n c . ,  1968), p .  36.
-*Fritz  J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson , Management 
and The Worker (Cambridge, M a ssa c h u se t ts :  H arvard  U n iv e r s i ty  P r e s s ,
1939), p .  3 .
^Claude S . George, J r . ,  The H is to ry  o f  Management Thought 
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1968), p . 132.
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Mary P a rk e r  F o l l e t t
Mary P a rk e r  F o l l e t t ,  a R a d c l i f f e - e d u c a te d  w r i t e r  and s o c i a l  
c r i t i c ,  t r i e d  to  c r e a t e  a management th e o ry  based  on the id e a  th a t  
any u s e f u l  s o c ie t y  must r e c o g n iz e  th e  m o t iv a t io n s  of i n d i v id u a l s  and 
g ro u p s .  Drawing on h e r  p h i lo so p h y  and s o c i a l  work e x p e r ie n c e s ,  she 
p roposed  a f u n c t i o n a l  a u t h o r i t y  w here in  w orkers  would c o n t r o l  t h e i r  
job  a r e a s .  She p e rc e iv e d  the  key to  good l e a d e r s h ip  a s  the  a b i l i t y  
o f  l e a d e r s  to  ga in  th e  b e s t  co n ce p ts  o f  l e a d e r s  and those  b e in g  le d .^  
A ccording  to  G e tz e l s ,  "Mary P a rk e r  F o l l e t t  was the  f i r s t  g r e a t
g
exponent o f  th e  human r e l a t i o n s  p o in t  o f  view in  a d m i n i s t r a t i o n . "  Her 
though t and work in  the  1920 's  were v e ry  im p o r ta n t  in  the e f f o r t  to  
c r e a t e  a s o c i a l  p h i lo so p h y  of a d m in i s t r a t i o n  to  f i t  th e  mood of the  
American peop le  in  th e  f i r s t  h a l f  o f  the  tw e n t i e th  c e n tu ry .  Her a d m in is ­
t r a t i v e  p h ilo so p h y  i n t e g r a t e d  views o f  i n d u s t r i a l  and s c i e n t i f i c  
management a r e a s ,  in d i v id u a l  and work r e l a t i o n s  p sycho logy , p o l i t i c a l
Q
s c ie n c e ,  and p u b l i c  a d m i n i s t r a t i o n .  One im p o r ta n t  q u a l i t y  of he r  
a d m in i s t r a t i o n  was the  t r e a tm e n t  o f  a d m in i s t r a t i o n  a s  an a r t ,  a s c ie n c e ,  
and an e t h i c a l  p r a c t i c e  w i th  a p ro p e r  b a la n c e  o f  th e  th r e e .  I t  was 
F o l l e t t * s  v iew , in  c r e a t i n g  and m a in ta in in g  e f f e c t i v e  a d m in i s t r a t i o n ,
^George, pp . 130-31.
®Jacob W. G e tz e l s ,  James M. Lipham, and Roald F„ Campbell, 
E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P ro c e s s  (New York: H arper and
B r o th e r s ,  I n c . ,  1968), p .  102.
^Roald F .  Campbell and R u s s e l l  T. G regg, e d s . ,  A d m in i s t r a t iv e  
B ehav io r i n  E d u ca tio n  (New York: H arper and B r o th e r s ,  I n c . ,  1957),
p .  102.
t h a t  peop le  c o u ld  n o t  be s e p a ra te d  o r  d iv o rc e d  from the  t o t a l  
e n v iro n m en ta l  s i t u a t i o n . ^
F o l l e t t  was th e  g r e a t  adv o ca te  o f  dynamic, harmonious human 
r e l a t i o n s  who viewed c o o r d in a t io n  a s  th e  key to  o r g a n iz a t i o n a l  
e f f e c t i v e n e s s .  There were fo u r  b a s ic  p r i n c i p l e s  in v o lv ed  in  t h i s .
1. C o o rd in a t io n  by d i r e c t  c o n t a c t  of th e  peop le  con ce rn ed .  
There shou ld  be h o r i z o n t a l  c o n t r o l  th rough  r e l a t i o n s  among d epartm en ts  
n o t  v e r t i c a l  c o n t r o l  th ro u g h  one p e rso n .
2. C o o rd in a t io n  in  th e  e a r l y  s t a g e s .  D i r e c t  c o n t a c t  was to  
b e g in  w h ile  p o l i c y  was b e in g  formed, n o t  a f t e r  i t s  fo rm a t io n ,  when 
on ly  com pliance rem ained .
3 . C o o rd in a t io n  a s  the  r e c i p r o c a l  r e l a t i o n  of a l l  f a c t o r s  in  
a s i t u a t i o n .  T h is  was F o l l e t t ' s  c o n t r o l  p r i n c i p l e ,  c o o r d in a t io n  of 
a l l  e lem en ts  of th e  o p e r a t io n .
4 .  C o o rd in a t io n  as  a c o n t in u o u s  p r o c e s s . ^
Though F o l l e t t ' s  s t u d i e s  and work p ro v id e d  th e  fo u n d a t io n  fo r  
Human R e l a t i o n s ,  th e  r e s e a r c h  of E l to n  Mayo p ro b ab ly  d id  more to  
p o p u la r i z e  Human R e l a t i o n s .  Concern f o r  w o rk e r s '  human d e s i r e s  in  
o r g a n iz a t i o n a l  s e t t i n g s  came i n t o  vogue because  of Mayo.
E l to n  Mayo and The Hawthorne 
S tu d ie s
The work o f  E l to n  Mayo, a H arvard  U n iv e r s i ty  p r o f e s s o r ,  was 
m ain ly  e x p e r im e n ta l  r a t h e r  th an  t h e o r e t i c a l .  Mayo, H arvard  B us iness  
School c o l le a g u e  o f  r e s e a r c h e r  F .  J .  R o e t h l i s b e r g e r , d i r e c t e d  the
■ ^ E lio t  D. Chappie and Leonard D. S a y le s ,  The Measure of 
Management (New York: The M acmillan Company, 1961),  p .  210.
■^Getzels, Lipham, and Campbell, p. 132.
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w ell-know n Hawthorne P l a n t  ex p e r im en ts  i n  the  l a t t e r  1920 's  and e a r l y
1 9 3 0 's .  Mayo, who was head  of th e  Departm ent o f  I n d u s t r i a l  R e la t io n s
R esearch  a t  the  G raduate  School o f  B us iness  A d m in is t r a t io n  a t  H arvard ,
co o p e ra te d  w ith  th e  N a t io n a l  R esearch  C ouncil  of th e  N a t io n a l  Academy
of S c ie n c e s  from November, 1924, u n t i l  A p r i l ,  1927. P ro fe s s o r  C. E.
T u rn e r ,  D epartm ent o f  P u b l ic  H e a l th ,  M assa ch u se t ts  I n s t i t u t e  of
Technology, worked w i th  Mayo in  the  e a r l i e r  phases  of the Hawthorne
r e s e a r c h .  P r o f e s s o r  T. N. W hitehead, w i th  h i s  s t a t i s t i c a l  a n a l y s i s  of
t e s t  d a t a ,  and P r o f e s s o r  W. L. W arner, who an a ly zed  the  s o c i a l  s t r u c t u r e
1 *)of i n d u s t r y ,  were v a lu a b le  c o n t r i b u t o r s  t o  Mayo's e f f o r t s .
The main r e a so n  f o r  th e  Hawthorne P la n t  S tu d ie s  was to  check fo r
13p o s s i b le  e f f e c t s  of b e t t e r  p l a n t  i l l u m i n a t i o n  on worker p ro d u c t io n .
The r e s e a r c h e r s  developed  w orking communications w i th  th e  women employees 
in  the  e x p e r im e n ta l  group who were encouraged  to  take  p a r t  in  the  
e x p e r im e n ts .  These w orkers  were t o l d  o f  any e x p e r im e n ta l  change and 
convinced  of i t s  v a lu e .  R e g a rd le s s  of th e  type and amount of work 
environm ent m a n ip u l a t i o n - - r e s t  b r e a k s ,  i n c e n t i v e s ,  or a l t e r e d  c o n d i t io n s  
o f  w ork--w orkers  in  th e  e x p e r im e n ta l  group in c re a s e d  p ro d u c t io n .  T h is  
unexpec ted  o c c u r re n c e ,  in c re a s e d  p r o d u c t i v i t y ,  appea red  even when 
e x p e r im e n ta l  group members were r e tu r n e d  to  t h e i r  o r i g i n a l  u n d e s i r a b le  
work c o n d i t i o n s .  The r e s e a r c h e r s  r e a l i z e d  t h a t  th e  f e e l i n g  o f  be ing
*1 O
W illiam  J .  D ickson , The E ncyc loped ia  o f  Management, ed. 
C a r l  Heyel (New York: Van N ostrand  R einho ld  Company, 1973), p .  299.
AJP e te r  M. Blau and W. R ichard  S c o t t ,  Formal O r g a n iz a t io n s :
A Comparative Approach (San F r a n c is c o :  C handler P u b l is h in g  Company,
1962), p .  89.
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im p o r ta n t  and e s s e n t i a l  to  th e  o p e ra t io n  made e x p e r im e n ta l  group workers
14produce more, r e g a r d l e s s  of p h y s ic a l  c o n d i t io n s  of work.
One cou ld  s u p p o r t  the  h y p o th e s i s  t h a t  be ing  f r i e n d l y  
to  a l l  the  w orkers  and g iv in g  them a sense  o f  p a r tn e r s h i p  
in  a l l  u n d e r ta k in g s  would produce more ( e l e c t r i c a l )  r e l a y s ,  
r e g a r d l e s s  o f  o th e r  c o n d i t i o n s .
E v e n tu a l ly ,  management and the e x p e r im e n te r s  reco g n ized  the
com p lex ity  of human m o t iv a t io n  and t h a t  humans were n o t  always s u b je c t
to  e x p e r im e n te r  w h im .^  The assum ption  o f  management t h a t  w orkers  were
d is o rg a n iz e d  r a b b le s  w i th  each  p e rso n  a c t in g  in  h i s  own s e l f - i n t e r e s t
to  th e  b e s t  of h i s  a b i l i t y  was, r e f u t e d  by the  Hawthorne S tu d ie s .  I t
ap p ea red  th a t  good a d m in i s t r a t i o n  c o u ld  be g a in ed  by showing w orkers
t h e i r  s e l f - i n t e r e s t s  c o in c id e d  w i th  the  g o a ls  of m an ag em en t.^  This
view  was c o n s i s t e n t  w i th  Mayo's concep t of the  b u s in e s s  as  an i n t e g r a t e d ,
18s e l f - c o n t a i n e d  s o c i a l  system.
Mayo's work c a l l e d  i n t o  q u e s t io n  s e v e r a l  p r e v a i l i n g  assum ptions  
r e l a t i v e  to  w orkers and w o r l .  He r e v e a le d  t h a t  m o t iv a t io n  invo lved  
more th a n  j u s t  money, a r e j e c t i o n  of th e  t r a d i t i o n a l  "economic man" 
m o t iv a t io n a l  v iew . The im pact o f  i n d i v id u a l  a t t i t u d e s  as d e te rm in e rs  
o f  b e h a v io r  was re c o g n iz e d .  The s tu d i e s  c l a r i f i e d  the  im portance of
^ W a l t e r  R. Borg, E d u c a t io n a l  R esearch--A n I n t r o d u c t io n  
(New York: David McKay and Company, 1963), p .  8 .
^ C l i f f o r d  E. S w artz ,  "The Hawthorne E f f e c t  and O ther 
M y s t e r i e s , ” P h y s ic s  T e a c h e r , V II  (November, 1969), 429.
■^Swartz, p .  429.
^ E r n e s t  D a le ,  Management: Theory and P r a c t i c e  (New York:
McGraw-Hill Book Company, 1973), p . 139.
18Joseph  W. McGuire, T h eo r ie s  o f  B us iness  B ehavior (Englewood 
C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1967), p .  164.
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th e  s u p e r v i s o r ' s  r o l e  in  w orker m orale  and p r o d u c t io n .  Study
c o n c lu s io n s  showed th e  im portance o f  group s p i r i t  and c o o p e ra t io n
to  o r g a n iz a t i o n a l  aims and w orker s a t i s f a c t i o n .  F i n a l l y ,  Mayo's
s tu d ie s  r e v e a le d  the  la c k  o f  s y s te m a t ic  knowledge of work group
19a t r u c t u r e s  and i t s  e f f e c t  on o r g a n iz a t i o n a l  g o a l s .
The Hawthorne r e s e a r c h  may be viewed in  p e r s p e c t iv e  because
o f  the  p a s s in g  o f  t im e .  F i r s t ,  th e  Human R e la t io n s  approach  to
a d m in i s t r a t i o n  g a in ed  p o p u la r i t y  in  i n d u s t r y ,  p a r t i c u l a r l y  in  the
p e r io d  a f t e r  World War I I .  At i t s  s t a r t ,  Human R e la t io n s  t h e o r i s t s
s t r e s s e d  f i r s t - h a n d ,  know ledgeable u n d e r s ta n d in g  of the  human
e n t e r p r i s e  under the  s u p e r v i s o r ' s  d i r e c t i o n  and r e s p o n s i b i l i t y .  Human
R e la t i o n s  t h e o r i s t s  encouraged  aw areness o f  and p ro v is io n  of the
e x p re s s io n  of worker a t t i t u d e s  and f e e l i n g s .  C o n s id e ra t io n  f o r
w orkers  caused  them to  e x p e r ie n c e  a sense  of b e lo n g in g  a s  o r g a n iz a t io n
members. T h is  second p r a c t i c e  l o s t  f a v o r  w i th  t h e o r i s t s  because  o f
i t s  c o n n o ta t io n  of a d m in i s t r a t i v e  la x n e ss  and "do -good ism "; Hawthorne
s tudy  r e s e a r c h  had ,  i n  f a c t ,  su g g es ted  a h a rd -h e a d e d ,  f a c t u a l  adm in is -
20t r a t i v e  th e o ry  and p r a c t i c e .
The Hawthorne S tu d ie s  c o n t r i b u t e d  to  p e rs o n n e l  c o u n se l in g  
which became p o p u la r  a f t e r  the  Second World War. P e rso n n e l  c o u n s e l in g  
p r e c e p t s  s t r e s s e d  th e  v a lu e  o f  v e r b a l i z i n g  problem s and c o n f l i c t s  
and c o o p e ra t iv e  r e l a t i o n s  w i th in  work g ro u p s .  1
Mayo p io n e e re d  in  th e  a r e a  o f  i n d u s t r i a l  so c io lo g y .  Some 
s c h o la r s  c h a r t e d  th e  b e g in n in g s  o f  t h i s  f i e l d  t o  the  d e s c r i p t i o n s
■^Dickson, The E ncyc loped ia  of Management, p .  301. 
^^D ickson, p .  301.
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o f  in fo rm a l  work g roups  g iv e n  n e a r  the  end of th e  Hawthorne r e s e a r c h .  
Much l i t e r a t u r e  on s m a l l-g ro u p  m ethods, i m p l i c a t i o n s ,  and r e s e a r c h  
f in d in g s  began w ith  s t u d i e s  conducted  n e a r  the end of the  Hawthorne 
e x p e r im e n ts .
The Hawthorne S tu d ie s  g r e a t l y  in f lu e n c e d  the  g e n e ra l  conduct
o f  i n d u s t r i a l  management. Hawthorne f in d in g s  p ro v id ed  co u rse  c o n te n t
and r e s e a r c h  d i r e c t i o n  f o r  many i n d u s t r i a l  dep ar tm en ts  in  im portan t
21i n s t i t u t i o n s  o f  h ig h e r  l e a r n in g  to  the  p r e s e n t  e r a .
F r i t z  R o e t h l i s b e r g e r  and 
W ill iam  J .  D ickson
R o e t h l i s b e r g e r  and D ickson e x p la in e d  and c l a r i f i e d  E l to n
Mayo's Hawthorne P l a n t  r e s e a r c h  in  t h e i r  c l a s s i c  book, Management and
22The W orker, p u b l i s h e d  in  1939. T h e ir  g o a l  was the  c o n c ise  r e p o r t i n g  
o f  Mayo's work and i t s  im p l ic a t io n s  fo r  management.
At th e  b e g in n in g  o f  the Hawthorne S t u d i e s ,  the  main e x p e r im e n ta l  
a r e a  was the  p o s s i b l e  r e l a t i o n s h i p  between work c o n d i t io n s  and employee 
f a t i g u e  and monotony. R e se a rc h e rs  b e l ie v e d  t h a t  t h i s  knowledge could  
be g a in ed  from c r e a t i n g  a un ique t e s t i n g  en v ironm en t.  The e f f e c t  of 
t e s t  v a r i a b l e s  such as  h o u rs  o f  s l e e p ,  t e m p e ra tu r e ,  and hum id ity  was 
to  be m easured . Most of th e  e x p e r im e n te r s  f e l t  th e  answ ers would be 
found in  a s h o r t  t im e. G e n e ra l ly ,  the  r e s e a r c h  r a i s e d  more q u e s t io n s  
than  answ ers .  Mayo's f in d in g s  demanded a r e s t a t e m e n t  o f  some o r i g i n a l  
q u e s t io n s  and the  fo rm a t io n  o f  f r e s h  ones .  New h y p o th e se s ,  and the
^ D i c k s o n ,  p . 301.
22Roethlisberger and Dickson, Management and The Worker.
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m odify ing  o r  d i s c a r d i n g  o f  o ld  methods and a ssu m p tio n s ,  became 
23n e c e s s a ry .
R o e th l i s b e r g e r  and D ic k s o n 's  aims in  r e p o r t i n g  th e  W estern
E l e c t r i c  or Hawthorne S tu d ie s  were v a r i e d :  t o  c l e a r l y  r e p o r t  the
s t u d i e s ;  to  i m p a r t i a l l y  a s s e s s  the  c o n t r i b u t i o n s  o f  s tudy  p a r t i c i p a n t s ;
to  p r o t e c t  worker-management i n t e r e s t s ;  and to  g iv e  the  r e a so n  fo r
th e  s t u d i e s - - t h e  d e s i r e  o f  management to  b e t t e r  u n d e rs ta n d  human
m o t iv a t io n  and c o n d u c t ,  i t s  own a s  w e l l  a s  th e  w o r k e r s ' . ^
In  Management and The Worker, R o e th l i s b e r g e r  and D ickson used
the  fo l lo w in g  fo rm a t .  P a r t  I  was an accoun t o f  e x p e r im en ts  in  w orker
e f f i c i e n c y  and work c o n d i t i o n s ,  th e  " t e s t  room m ethods" ph ase .  P a r t  I I
was a r e c o rd  o f  in t e rv ie w s  w i th  twenty thousand  employees from a l l
p l a n t  work a r e a s  to  i d e n t i f y  p a r t s  of th e  work env ironm ent l i k e d  and
d i s l i k e d .  P a r t  I I I  was an a n a l y s i s  o f  P a r t  I I  comments and an
h y p o th e s i s  to  e x p la in  th e  r e a so n s  f o r  worker d i s s a t i s f a c t i o n .  P a r t  IV
was a r e c o rd  o f  a s tu d y  o f  fo u r te e n  w orkers  when the  P a r t  I I  in te rv ie w s
2 5were s t r e n g th e n e d  by d i r e c t  o b s e rv a t io n .
In  g e n e r a l i z i n g  t h e i r  e x p e r ie n c e s  f o r  p e rs o n n e l  a d m in i s t r a t i o n ,  
R o e th l i s b e r g e r  and D ickson ag ree d  t h a t  adeq u a te  a d m in i s t r a t i o n  must 
f u l f i l l  two c o n d i t i o n s :  (1 )  A d m in i s t r a to r s ,  th o se  in  su p e rv is o ry
p o s i t i o n s ,  and o th e r  o r g a n i z a t i o n a l  o f f i c i a l s ,  were to  become e x p e r t  
a t  d ia g n o s i s  o f  w orker Human R e l a t i o n s .  (2 )  Human R e la t io n s  s k i l l s  
were t o  be r e f i n e d ,  t a u g h t ,  and t r a n s m i t t e d  to  o t h e r s .  By u s in g
no
R o e th l i s b e r g e r  and D ickson , p . 3.
^ R o e t h l i s b e r g e r  and D ickson, p. 3 -5 .
^^Roethlisberger and Dickson, p. 3-5.
Human R e la t io n s  s k i l l s ,  managers should  become committed to  the
c o n t in u o u s  s tudy  o f  human b e h a v io r ,  i n d i v id u a l  and g roup , and should
26form a d m in i s t r a t i v e  p o l i c y  o f  t h e i r  l e a r n in g .
The Iowa C h ild  W elfare  
S t a t i o n  Study
The Human R e la t io n s  Movement was in f lu e n c e d  p o s s ib ly  more by
r e s e a r c h  in  an a r e a  o th e r  th an  a d m in i s t r a t i o n  than  by the  Hawthorne
P la n t  S tu d ie s .  R esearch  was conducted  a t  the  C h ild  W elfare  S t a t i o n
a t  th e  U n iv e r s i t y  o f  Iowa in  1938, which re c o rd e d  r e a c t i o n s  of c h i ld r e n
to  d i f f e r e n t  l e a d e r s h ip  ty p e s - - d e m o c r a t i c , a u t h o r i t a t i v e ,  and l a i s s e z -
f a i r e ,  a s i t u a t i o n  in  which l i t t l e  d i r e c t i o n  was p ro v id e d .
The main e x p e r im e n ta t io n ,  d i r e c t e d  by Lewin, L i p p i t t ,  and
W h ite ,27 in v o lv ed  c h i l d r e n  e le v e n  y e a rs  o ld ,  in  groups o f  f i v e ,  who
met w ith  t e a c h e r s  a f t e r  sch o o l and engaged i n  s t im u la t in g  a c t i v i t i e s
such as  c a r p e n t r y ,  soap c a rv in g ,  o r  p a i n t i n g .  The s o le  e x p e r im e n ta l
m a n ip u la t iv e  f a c t o r  was le a d e r s h ip  s t y l e ;  o th e r  e x p e r im e n ta l  e lem en ts
were s t a b i l i z e d  a s  much as  p o s s i b l e .  T ra in e d  o b s e rv e r s  c o n t in u a l l y
28n o te d  b eh a v io rs  o f  the  c h i ld r e n .
The fo l lo w in g  c o n c lu s io n s  were drawn from the  Iowa C h ild  
W elfare  S t a t i o n  S tudy .
1. L a i s s e z - f a i r e  group r e s u l t s  were d i f f e r e n t  from those  of 
groups w i th  dem ocra tic  l e a d e r s h ip .  Members o f  l a i s s e z - f a i r e  groups
^ ^ R o e th l i s b e rg e r  and D ickson , p .  604.
27Ralph K. White and Ronald 0 . L i p p i t t ,  A utocracy  and Democracy 
An E x p er im en ta l  I n q u i ry  (New York: H arper and Row " P u b l is h e rs ,  I9 6 0 ) .
2 8 White and L i p p i t t ,  A utocracy  and Democracy: An E xperim en ta l
I n q u i r y , c i t e d  by G e tz e l s ,  Lipham, and Cam pbell, E d u c a t io n a l  
A d m ir t is t ra t io n  As A S o c ia l  P ro c e s s ,  p .  36.
d id  work o f  i n f e r i o r  q u a l i t y ,  and l e s s  o f  i t .  Members o f  l a i s s e z -  
f a i r e  groups e x p re s s e d  p r e f e r e n c e s  f o r  dem ocra tic  l e a d e r s .
2. Work m o t iv a t io n  and o r i g i n a l i t y  were g r e a t e r  in  groups 
w i th  dem ocra tic  l e a d e r s ,  b u t  the  amount o f  work com pleted  was g r e a t e r  
in  g roups h av in g  a u t o c r a t i c  l e a d e r s .
3. A u to c r a t ic  l e a d e r s  g e n e ra te d  n o t i c e a b l e  h o s t i l i t y  and 
a g g re s s io n ,  in c lu d in g  s c a p e g o a t in g .
4. A u to c r a t ic  l e a d e r s  c r e a t e d  su b su r fa c e  h o s t i l i t y ,  a 
"h id d en  a g e n d a ."  Some group members q u i t ,  and more d i s c o n t e n t  was 
v e r b a l i z e d  th an  in  g roups w i th  d em o cra tic  l e a d e r s .  N in e teen  o f  
tw enty  male members in te rv ie w e d  p r e f e r r e d  d em ocra tic  l e a d e r s .
5. A u to c r a t i c  l e a d e r s  cau sed  more dependency and l e s s  
i n d i v i d u a l i t y  th an  dem ocra tic  l e a d e r s .  Under a u t o c r a t i c  l e a d e r s ,  
in d i v id u a l  d i f f e r e n c e s  i n  t a s k  perfo rm ance  d e c re a se d .
6 . In  g roups w i th  d em o cra tic  l e a d e r s ,  t h e r e  was more
c o o p e ra t io n  and f r i e n d l i n e s s .  S pon tan eo u sly  c r e a t e d  subgroups were
29l a r g e r ,  and group p ro p e r ty  was more r e a d i l y  sh a re d .
. . .  no o th e r  p s y c h o lo g ic a l  experim en t so r a p id l y  
and co m p le te ly  c a p tu re d  th e  im a g in a t io n  o f  b o th  s tu d e n t s  
and p r a c t i t i o n e r s  o f  a d m i n i s t r a t i o n ,  p e rhaps  e s p e c i a l l y  
e d u c a t io n a l  a d m i n i s t r a t i o n .
As a r e s u l t  o f  the  Iowa C h i ld  W elfare  S t a t i o n  S tu d y ,  dem ocra tic
l e a d e r s h ip  and Human R e la t io n s  r e c e iv e d  f a v o ra b le  n o t i c e ,  and "group
dynamics" was begun, grounded in  a d m in i s t r a t i v e  language and p r a c t i c e .
2 9 y h i te  and L i p p i t t ,  p .  38.
^®Getzels, Lipham, and Campbell, Educational Administration
As A Social Process, p. 40.
62
Yauch, au th o r  of one o f  many books a d v o c a t in g  dem ocra tic  a d m in i s t r a t i o n ,  
concluded :
A p p a re n t ly ,  i n  terms of the  environm ent in  which 
in d i v id u a l s  work, i t  i s  b e t t e r  to  l e t  i n d i v id u a l s  make 
t h e i r  own c h o ic e s ,  w hether  l e a d e r s h ip  i s  p r e s e n t  o r  n o t ,  
than  i t  i s  to  t r y  to  c o n t r o l  the  l i v e s  o f  o th e r s .
The fo l lo w in g  p r i n c i p l e s  which a p p l i e d  to  schoo l a d m in i s t r a t io n  
grew o u t  of th e  Iowa C h ild  W elfare  S t a t i o n  S tudy:
1. Democracy i s  p r im a r i ly  concerned  w ith  human r e l a t i o n s ;  a 
m a t te r  of g r e a t  im port i s  the  p r i n c i p a l ' s  i n d i v id u a l  and c o l l e c t i v e  
r e l a t i o n s  w i th  t e a c h e r s .
2. Simple human r e l a t i o n s  d i f f i c u l t i e s  n e a r ly  always have 
w ider  a p p l i c a t i o n  and frames o f  r e f e r e n c e .
3. The most n a t u r a l  and e f f i c i e n t  u n i t  of dem ocra tic  a c t io n  
i s  the  s in g le - s c h o o l  f a c u l t y .
4 . P r i n c i p a l s  a re  in  the b e s t  p o s i t i o n s  to  le ad  f a c u l t i e s  in  
e f f o r t s  to  p ro v id e  them selves  w ith  dem ocra tic  e x p e r ie n c e s .
5. The f a c u l ty  i s  a co m p lica ted  s o c i a l  group r e q u i r in g  e x p e r t  
h a n d l in g  to  g a in  i t s  own b e s t  d e s i r e s .
6 . The p r i n c i p a l ' s  main r e s p o n s i b i l i t y  i s  f a c i l i t a t i o n  of 
i n t e r a c t i o n  o f  f a c u l t y  f o r  maximal t e a c h e r  b e n e f i t .
7. A l l  those  a f f e c t e d  by d e c i s io n s  shou ld  have a vo ice  in  th e
O O
d e te rm in a t io n  o f  t h e i r  form and c h a r a c t e r .  ^
The outcomes of the  Iowa C h ild  W elfare  Study were very  d i f f e r e n t  
from T a y l o r ' s  e f f i c i e n c y  s t u d i e s  and h i s  s c ie n t i f i c - m e th o d s - o f - w o r k
^ W i lb u r  A. Yauch, Improving Human R e la t io n s  in  School 
A d m in is t r a t io n  (New York: H arper and Row P u b l i s h e r s ,  1949), p . 40.
^Getzels, Lipham, and Campbell, p. 39.
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p r i n c i p l e . ^  The id e a  t h a t  management should  assume r e s p o n s i b i l i t y  
f o r  work m ethods, d is c o v e r  by use of s c ie n c e  b e t t e r  ways of doing 
work, and t r a i n  w orkers  a c c o rd in g ly ,  was e f f e c t i v e l y  r e f u t e d  by the 
C h i ld  W elfare  S tudy . The Iowa C h ild  W elfare  Study gave im petus to  
th e  Human R e la t io n s  approach  to  a d m in i s t r a t i o n ,  e s p e c i a l l y  in  the 
P o s t -1 9 5 0 's  e r a .  S tu d ie s  o f  l e a d e r s h ip  ty p e s  and q u a l i t i e s  and group 
app roaches  t o  work and problem so lv in g  were encouraged .
SUMMARY
The d e s i r e  f o r  knowledge o f  th e  e f f e c t s  o f  human b e h av io rs  on 
f a c to r y  p ro d u c t io n  gave r i s e  to  the Human R e la t io n s  Movement. Human 
R e la t io n s  t h e o r i s t s  were p reo cc u p ied  w ith  w o rk e rs '  needs and a t t i t u d e s  
a s  w e l l  a s  the  q u a l i t i e s  o f  work env ironm en ts .
Mary P a rk e r  F o l l e t t ,  an a u th o r  and s o c i a l  o b s e rv e r ,  was the  
f i r s t  pow erfu l adv o ca te  o f  Human R e la t i o n s  p r a c t i c e s  fo r  in d u s t r y .
She proposed  r e s e a r c h  i n t o  th e  complex n a tu re  o f  w o rk e rs '  m o t iv a t io n s ,  
and worker autonomy in  work a r e a s .  F o l l e t t ,  who conce ived  o f  adm in is ­
t r a t i o n  as  a h ig h  e t h i c a l  a r t  and s c ie n c e ,  i d e n t i f i e d  p r e c i s e ,  
c o n t in u o u s  c o o r d in a t io n  o f  th e  t o t a l  human and m a t e r i a l  e n t e r p r i s e  as  
th e  p i v o t a l  e lem ent in  p ro d u c t iv e  s u c c e s s .
E l to n  Mayo's Hawthorne P la n t  r e s e a r c h  focused  the  a t t e n t i o n  o f  
th e  l e a d e r s  o f  in d u s t r y  on Human R e la t i o n s  co n ce rn s  and i n s i g h t s .  He 
obse rved  t h a t  sim ply n o t i c i n g  w orkers  and t r e a t i n g  them as humans 
b ro u g h t  s i g n i f i c a n t  p ro d u c t iv e  g a in s .  H is Hawthorne r e s e a rc h
^Getzels, Lipham, and Campbell, p. 39.
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dem onstra ted  th e  wisdom of m ean in g fu lly  in v o lv in g  w orkers  in  
o r g a n iz a t i o n a l  d ec is ionm ak ing .
F r i t z  J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson e x p la in e d  and 
p o p u la r iz e d  Mayo's Hawthorne P la n t  f i n d i n g s .  At th e  c o n c lu s io n  of 
t h e i r  ex am in a t io n  o f  Mayo's work, R o e th l i s b e r g e r  and D ickson ag reed  
th a t  a d m i n i s t r a t o r s  shou ld  c u l t i v a t e  and r e f i n e  Human R e la t io n s  s k i l l s  
and te a c h  them to  o th e r s  i n  s u p e rv is o ry  o r  a d m in i s t r a t i v e  p o s i t i o n s .
The Iowa C h ild  W elfare  S t a t i o n  S tu d y ,  d i r e c t e d  by p s y c h o lo g i s t  
Kurt Lewin, p o in te d  to  th e  advan tages  o f  dem ocra tic  l e a d e r s h ip  in  
group p ro b le m so lv in g .  These s tu d i e s  le d  to  r e s e a r c h  i n t o  th e  compo­
n e n ts  o f  e f f e c t i v e  l e a d e r s h ip  as  w e l l  as  group dynam ics.
I n t r o d u c t io n  to  F ig u re  5
F ig u re  5 i s  a b r i e f  p r e s e n t a t i o n  o f  the  Human R e la t io n s  e ra  
e x te n d in g  ro u g h ly  from 1935 u n t i l  the  1 9 5 0 's .  Some a d m in i s t r a t i v e  
co n cep ts  o f  t h e o r i s t s  Mary P a rk e r  F o l l e t t ,  E l to n  Mayo, F r i t z  
R o e th l i s b e r g e r  and W illiam  J .  D ickson , and Kurt Lewin a r e  d e t a i l e d  
in  th e  o rd e r  o f  t h e i r  appearance  in  C hap ter  4 .  An ex am in a t io n  of 
F ig u re  5 shou ld  h e lp  th e  r e a d e r  to  b e t t e r  c o n c e p tu a l iz e  th e  m ajor 
components o f  human R e la t io n s  t h e o r i e s  from F o l l e t t ' s  g e rm in a l  1 9 2 0 's 
p r e c e p ts  th ro u g h  L ew in 's  l e a d e r s h ip  r e s e a r c h  n e a r  th e  b eg in n in g  o f  
the  b e h a v io r a l  e r a .
I n t r o d u c t io n  to  F ig u re  6
F ig u re  6 i s  a c h a r t -c o m p a r iso n  o f  some Human R e la t i o n s  t h e o r i e s  
c o n s id e re d  u s e f u l  by Mary P a rk e r  F o l l e t t ,  E l to n  Mayo, R o e th l i s b e r g e r  
and D ickson , and K urt Lewin. These t h e o r i s t s  and th e  a d m in i s t r a t i v e
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c o n ce p ts  to  which they  adhered  a re  p re s e n te d  in  a manner c o n s i s t e n t  w ith  
t h e i r  appea rances  i n  C hap ter  6 , COMPARISONS AND CONTRASTS OF 
ADMINISTRATIVE THEORIES.
The aim of F ig u re  6 i s  t o  h e lp  th e  r e a d e r  v i s u a l i z e  and b ea r  
in  mind some a d m in i s t r a t i v e  co n cep ts  which F o l l e t t ,  Mayo, R o e th l i s b e r g e r  
and D ickson , and Lewin s t r e s s e d .  An ex am in a t io n  o f  F ig u re  6 should  
r e v e a l  t h a t  the  main Human R e la t io n s  i n t e r e s t  was the e s ta b l i s h m e n t  of 
work c l im a te s  which met w o rk e r s '  e lem en ta ry  and h ig h e r  s e If -d ev e lo p m en t 
d r i v e s .  F ig u re  6 was in te n d e d  to  f u r n i s h  a b road  overview  o f  the  
c h a p te r  c o n te n t s .
F ig u re  6 shows some com m onali t ie s  and d iv e rg e n c ie s  i n  t h e o r i e s  
used  by Human R e la t io n s  p r a c t i t i o n e r s  K urt Lewin, E l to n  Mayo, F r i t z  
R o e th l i s b e r g e r  and W illiam  J .  D ickson , and Mary P a rk e r  F o l l e t t  to  
promote f i rm  and w orker n e e d s .  The p rim ary  concern  of Human R e la t io n s  
was t h e o r i s t s '  c r e a t i o n  o f  w o rk e r -c e n te re d  work s e t t i n g s  and c o n d i t io n s  
o f  work, w hereas th e  p rim ary  i n t e r e s t  i n  S c i e n t i f i c  Management h as  been 
the  m e c h a n is t ic  a s p e c t s  o f  p ro d u c t io n .
Lewin, Mayo, R o e th l i s b e r g e r  and D ickson , and Mary P a rk e r  
F o l l e t t  u sed  the  fo l lo w in g  a d m in i s t r a t i v e  and m a n ag e r ia l  p r a c t i c e s  to  
s a t i s f y  th e  needs o f  w orkers  and the  f i rm :  s tu d i e s  of w orker-work
in te rd e p e n d e n c ie s ;  s t u d i e s  of d em o cra tic  s u p e r v is io n  and p e rso n n e l  
r e l a t i o n s h i p s ;  conce rn  f o r  w orkers  a s  p e o p le ;  s t u d i e s  of in fo rm a l  f irm  
s t r u c t u r e s ;  c r e a t i o n  and co n t in u a n c e  o f  v ig o ro u s ,  c r e a t i v e  work a r e a s ;  
r e c o g n i t i o n  of the  in f lu e n c e  o f  w o rk e rs '  f e e l i n g s  on o r g a n iz a t i o n a l  
co n d u c t ;  r e c o g n i t i o n  of th e  in f lu e n c e  o f  a d m in i s t r a t o r s  on m orale  and 
p ro d u c t io n ;  c r e a t i o n  of harm onious, c o o p e ra t iv e  work r e l a t i o n s h i p s ;
6 6
development o f  d e s i r a b l e  work e n v iro n m en ts ;  and the  s a t i s f a c t i o n  of 
p rim ary  and h ig h e r ,  more complex needs of w o rk e rs .
Lewin, Mayo, and F o l l e t t - - b u t  n o t  R o e th l i s b e r g e r  and D ick so n --  
p a id  p a r t i c u l a r  a t t e n t i o n  to  s tu d i e s  of w orker m orale  and work group 
dynamics. Mayo, R o e t h l i s b e r g e r  and D ickson , and F o l l e t t - - b u t  n o t  
Lew in--em phasized  the  im portance  of r e c o g n i t i o n  o f  c h a n g e a b i l i t y  of 
w orker a t t i t u d e s ,  th e  im portance  of group c o h e s io n ,  and the  m eeting  
of w o rk e r s 1 se lf -d e v e lo p m e n t  d r i v e s .
Mayo and R o e t h l i s b e r g e r  and D ic k s o n - -b u t  n o t  Lewin o r  F o l l e t t - -  
p la c e d  s p e c i a l  em phasis on r e c o g n i t i o n  o f  th e  l i m i t s  o f  a d m in i s t r a t i v e  
c o n t r o l ,  f r e q u e n t  w orker-m anager c o n s u l t a t i o n s ,  r e c o g n i t io n  of the  
im portance  o f  teamwork, jo b  s a t i s f a c t i o n s ,  and in fo rm a l  work g ro u p s ,  
a d m in i s t r a t i v e  e x p e r t i s e  in  Human R e la t io n s  d ia g n o s t i c  te c h n iq u e s ,  and 
c o n t in u a l  s tudy  and r e s e a r c h  i n t o  w o rk e r s 1 o r g a n i z a t i o n a l  b e h a v io r .
F o l l e t t —b u t  n o t  Lewin, Mayo, o r  R o e t h l i s b e r g e r  and D ickson— 
re c o g n iz e d  p s y c h o lo g ic a l  and s o c i a l  b a r r i e r s  to  o r g a n iz a t i o n a l  change 
and s t r e s s e d  e q u i t y ,  s t a t u s ,  and o p p o r t u n i t i e s  f o r  w orkers  in  work 
s e t t i n g s .  F o l l e t t  and Mayo re c o g n iz e d  th e  complex n a tu re  o f  m o t iv a t io n ,  
and Lewin conducted  e x te n s iv e  r e s e a r c h  in t o  the  e f f e c t s  on w orkers  of 
l e a d e r s h ip  ty p e s  and s t y l e s .
Though Lewin, Mayo, R o e th l i s b e r g e r  and D ickson , and F o l l e t t  
used  more of the  same th a n  d i f f e r e n t  a d m i n i s t r a t i v e  c o n c e p ts ,  t h e i r  
p rim ary  g o a l  was s a t i s f a c t i o n  o f  w o rk e r s 1 human i n t e r e s t s  and concerns  
i n  o r g a n i z a t i o n a l  s e t t i n g s .  U nlike  S c i e n t i f i c  Management, Human 
R e la t io n s  t h e o r i s t s 1 g u id in g  t h e s i s  was m e e tin g  w o rk e r s 1 d e s i r e s ;  
p ro d u c t iv e  e f f i c i e n c y  was an ou tg row th  o f  t h i s - - a n d  secondary  to  i t .
Kurt Lewin Gave impetus to  s tudy  of group
dynamics. P o p u la r iz e d  demo­
c r a t i c  le a d e r s h ip  and Human 
R e la t io n s  id e a s .
F r i t z  R o e th l i s b e r g e r  A m plif ied  and c l a r i f i e d  Mayo's
and W illiam  Dickson r e s e a r c h .  Said  a d m in i s t r a to r s
should  be e x p e r t  a t  d ia g n o s i s  
o f  human r e l a t i o n s  and should  
c o n s ta n t ly  s tudy  human b e h a v io rs .
E l to n  Mayo P o p u la r iz e d  Human R e la t io n s
id e a s  and p r a c t i c e s .  S ta t e d  
"Hawthorne E f f e c t " - - t h a t  mere 
o b s e rv a t io n  in c re a s e d  p roduc­
t i v i t y  o f  w orkers .
Mary P a rk e r  F o l l e t t  F i r s t  n o ta b le  Human R e la t io n s
ad v o ca te .  Favored t o t a l  
e n t e r p r i s e  c o o r d in a t io n ,  and a 
w o r k e r - c o n t ro l l e d  work 
e n v iro n m en t.
1 9 20 's  1924-1927 1942 1938
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R o e t h l i s ­
b e rg e r
A d m in i s t r a t iv e  Concepts____________ Lewin Mayo Dickson F o l l e t t
S tudy o f  w orker-w ork  in te rd ep en d en c e X X X X
S tu d ie s  of worker m orale  and work group 
dynamics X X X
S tu d ie s  o f  dem ocra tic  s u p e rv is io n  and 
p e r s o n n e l  r e l a t i o n s X X X X
Concern f o r  w orkers  a s  peop le X X X X
S tu d ie s  of in fo rm a l  f i rm  s t r u c t u r e s X X X X
R ec o g n i t io n  o f  l i m i t s  o f  a d m in i s t r a t i v e  
c o n t r o l X X
R ec o g n i t io n  o f  c h a n g e a b i l i t y  o f  worker 
a t t i t u d e s X X X
F re q u e n t  w orker-m anager c o n s u l t a t i o n s X X
R ec o g n i t io n  o f  p s y c h o lo g i c a l - s o c i a l  
b a r r i e r s  to  change X
C r e a t io n  and co n t in u an ce  o f  a v ig o ro u s  
c r e a t i v e  work s e t t i n g X X X X
R ec o g n i t io n  o f  complex n a tu re  of 
m o t iv a t io n X X
R e c o g n i t io n  o f  th e  in f lu e n c e  of 
w o rk e rs '  f e e l i n g s  on conduct X X X X
R e c o g n i t io n  o f  in f lu e n c e  o f  ad m in is ­
t r a t o r s  on m orale  and p ro d u c t io n X X X X
R e c o g n i t io n  o f  th e  im portance o f  team­
work, jo b  s a t i s f a c t i o n ,  and in fo rm a l  
work g roups X X
Favored  a d m i n i s t r a t o r s  becoming e x p e r t  in  
human r e l a t i o n s  d ia g n o s t i c  te ch n iq u es X X
C o n t in u a l  s tudy  and r e s e a r c h  in t o  worker 
o r g a n i z a t i o n a l  conduct X X
R esearch  in t o  l e a d e r s h ip  ty p es "x
R e c o g n i t io n  o f  im portance  o f  group cohe­
s io n  and m ee ting  w o rk e rs '  s e l f ­
development d r iv e s X X X
Emphasis on worker e q u i t y ,  s t a t u s ,  and 
o p p o r tu n i t i e s X
C re a t io n  o f  harm onious, c o o p e ra t iv e  
work r e l a t i o n s h i p s X X X X
C r e a t io n  o f  d e s i r a b l e  work env ironm ents X X X X
M eeting w o rk e rs '  p r im ary  and h ig h e r  
human needs X X X X
X d en o te s  com pliance o f  t h e o r i s t  w ith  co n cep t.
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Chapter 5
POST-1950'S ADMINISTRATIVE THEORY 
INTRODUCTION
B eh av io ra l  a d m in i s t r a t i v e  th e o ry  became c u r r e n t  around 1950, 
b u t  i t  o r ig i n a t e d  in  1938 w i th  C h es te r  B a rn a rd 's  book The F u n c tio n s  
of The E x e c u t iv e ■^  In  t h i s  im p o r tan t  work, B arnard  combined w ith  h i s  
own id e a s  much a d m in i s t r a t i v e  th e o ry  which had appea red  s in c e  Woodrow
r \ O
W ils o n 's  1887 e s s a y z on a d m in i s t r a t i o n .  B a rn a rd 's  id e a s  ushered  in  
an e r a  o f  a d m in i s t r a t i o n  c o n s id e re d  modern because  he a n t i c i p a t e d  so 
much b e h a v io ra l  a d m i n i s t r a t i o n .  He in s p i r e d  s tu d e n t s  of a d m in i s t r a t i o n  
to  g r e a t e r  e f f o r t s  toward th e  development of an a d m in i s t r a t io n  based  
on s c i e n t i f i c  in q u i ry  and p r a c t i c e . ^
The "new" in  b e h a v io r a l  a d m in i s t r a t i v e  th e o ry  was a s y n th e s i s  
o f  e a r l i e r  co n ce p ts  from S c i e n t i f i c  Management and Human R e l a t i o n s .  In  
th e  pos t-W orld  War I I  p e r io d ,  many new a d m in i s t r a t i v e  a r e a s  were 
e x p lo re d  by b e h a v io ra l  s c i e n t i s t s  th rough  r e s e a r c h  i n t o  human b e h a v io rs
^C hester I .  B a rn a rd ,  The F u n c t io n s  o f  The E xecu tive  (Cambridge, 
M a ssa c h u se t ts :  H arvard  U n iv e r s i t y  P r e s s ,  1938).
2woodrow Wilson, "The Study of Administration," Political 
Science Quarterly, I I ,  No. 2 ( J u n e ,  1887).
^Robert G. Owens, O r g a n iz a t io n a l  Behavior in  Schools  
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), p. 11.
^Owens, p. 11.
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in  o r g a n i z a t i o n s . T h is  "new" a d m in i s t r a t i v e  theo ry  emphasized 
improved a d m in i s t r a t i v e  t r a i n i n g  in  th e  u n d e rs ta n d in g  o f  o rg a n iz a ­
t i o n s  and g r e a t e r  involvem ent o f  a d m in i s t r a t o r s  in  o r g a n iz a t i o n a l  
s e t t i n g s . ^
A d m in is t r a t iv e  changes in  th e  postw ar e r a  fo llow ed  the  
fo rm atio n  o f  e d u c a t io n a l  c o n fe re n c e s  such a s  th e  N a t io n a l  Conference 
o f  P ro fe s s o r s  o f  E d u c a t io n a l  A d m in is t r a t io n  (NCPEA), th e  American 
A s s o c ia t io n  of School A d m in i s t r a to r s  (AASA), and the  C oopera t ive  
Program in  E d u c a t io n a l  A d m in is t r a t io n  (CPEA). The NCPEA, founded in  
A ugust,  1947, was i n i t i a l l y  concerned  w i th  e d u c a t io n a l  l e a d e r s h ip ,  a 
f r e s h  to p ic  fo r  e d u c a to r s  in  1947. The AASA, r e p r e s e n t in g  m ain ly  the  
p r o f e s s i o n a l  s ch o o l s u p e r in te n d e n c y , was concerned  w i th  the  c r e a t i o n  of 
b e t t e r  a d m in i s t r a t i v e  h ig h e r  e d u c a t io n  p r e p a r a to r y  c u r r i c u l a .  The CPEA 
le a d e r s  became in v o lv ed  in  ex p e r im en ts  and in n o v a t io n s  le a d in g  to  the  
c u r r e n t  b e h a v io r a l  t h r u s t  in  e d u c a t io n a l  a d m in i s t r a t i o n .  For more th an  
tw e n ty - f iv e  y e a r s  b e fo re  1947, K ellogg  F o u n d a tio n -sp o n so red  community 
h e a l t h  p r o j e c t s  had  been  concerned  w i th  th e  improvement o f  p u b l ic  s c h o o l s . ?
N a t io n a l  C onference of P r o f e s s o r s  
o f  E d u c a t io n a l  A d m in is t r a t io n
An outgrow th  o f  the  f i r s t  NCPEA co n fe ren c e  in  1947 was a r e p o r t  
t i t l e d  E d u c a t io n a l  L eaders : T h e i r  F u n c t io n  and P r e p a r a t i o n . Over the
y e a r s ,  th e  NCPEA c o n fe re e s  e x h i b i t e d  th e s e  q u a l i t i e s :  l i t t l e  fo rm al
"busyw ork ,"  u s e f u l  and f r u i t f u l  work s e s s i o n s ,  and chances  f o r  c o n ta c t  
between e d u c a t io n a l  p r o f e s s o r s  and i n s t r u c t o r s  o f  o th e r  d i s c i p l i n e s  
such as econom ics, p sycho logy , s o c io lo g y ,  b u s in e s s  and i n d u s t r y ,  and
e A 7
•’Owens, p .  11. Owens, p .  12. Owens, pp. 16-19.
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p u b l ic  a d m i n i s t r a t i o n .  Each y e a r  of i t s  e x i s t e n c e ,  NCPEA le a d e r s  
fo l lo w ed  a F eb ru a ry  p la n n in g  p e r io d  w ith  a w eek-long  August co n fe re n c e .  
NCPEA c o n fe re n c e s  c o n s i s t e d  m ain ly  o f  work m ee tin g s  where members t r i e d  
to  d is c o v e r  ways to  improve e d u c a t io n a l  a d m in i s t r a t i o n  and u n i v e r s i t y  
c u r r ic u la .®
American A s s o c ia t io n  o f  School 
A d m in is t ra t  o rs
In th e  1 9 5 0 's ,  members o f  th e  American A s s o c ia t io n  of
School A d m in is t r a to r s  made w orthw hile  c o n t r i b u t i o n s  to  e d u c a t io n a l
a d m i n i s t r a t i o n .  W r i t e r s  in  th e  1955 AASA Yearbook ana lyzed
the  a d m i n i s t r a t i v e  p ro c e s s .  The a d m in i s t r a t i v e  f u n c t io n s  i d e n t i f i e d
by th e s e  AASA s c h o la r s  and w r i t e r s  a re  l i s t e d  below:
1. P la n n in g , o r  th e  e f f o r t  to  c o n t r o l  th e  d i r e c t i o n  o f  
o b j e c t i v e s .  T h is  was to  be done th rough  d e c i s io n s  based  on c a r e f u l  
e s t im a t io n  o f  the  r e s u l t s  o f  p o s s i b le  a c t i o n s .
2. A l l o c a t i o n , o r  g e t t i n g  and a l l o t t i n g  m a te r i a l s  and human 
re s o u rc e s  in  a manner com patib le  w i th  the  o p e r a t i o n a l  p la n .
3. S t im u la t io n , o r  b e h a v io r a l  m o t iv a t io n  toward d e s i r e d
g o a l s .
4 . C o o rd in a t io n , or i n t e g r a t i o n  o f  g roups and o p e ra t io n s  in to  
p u rp o s e fu l  work p a t t e r n s .
5. E v a lu a t io n , o r  c o n s ta n t  ex am in a t io n  o f  e f f e c t s  of
g
perform ance o f  th e  o th e r  f u n c t io n s  l i s t e d  above.
®Owens, pp . 16-19.
^Roald F. Campbell and R u s s e l l  T. Gregg, e d s . ,  Ad m i n i s t r a t i v e  
B ehav ior in  E d u ca tio n  (New York: H arper and B r o th e r s ,  I n c . ,  1957), .
p .  272.
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Members o f  the  AASA reco g n iz e d  the  v a lu e  o f  s t r o n g  le a d e r s  
who cou ld  c r e a t e  o r g a n i z a t i o n a l  c l im a te s  of work conducive  to  member 
growth and developm ent. Much AASA s tu d y  concerned  le a d e r  emergence 
from w i th in  g ro u p s ,  enhanc ing  th e  o p p o r tu n i ty  f o r  sh a red  r e s p o n s i b i l ­
i t i e s  o f  group m e m b e rs .^
In  1968, AASA le a d e r s  c r e a t e d  an  Academy f o r  School E x e c u t iv e s ,  
a ,rw a r - c o l l e g e ,r approach  to  i n - s e r v i c e  e d u c a t io n  f o r  p r a c t i c i n g  
a d m i n i s t r a t o r s .  The Academy o f f e r e d  p r a c t i c a l  workshops and sem inars  
r e g i o n a l l y  t o  keep p u b l i c  a d m i n i s t r a t o r s ,  p a r t i c u l a r l y  s u p e r in t e n d e n t s ,  
a b r e a s t  o f  the  l a t e s t  t r e n d s  i n  a d m i n i s t r a t i o n .  Many Academy le a d e r s  
were th e  vanguard  o f  the  1 9 5 0 's  "new movement" in  a d m in i s t r a t i o n .
These Academy f o r  School E x ec u tiv e  a lum ni b rough t an i n t e r d i s c i p l i n a r y  
and b e h a v io r a l  s c ie n c e  view to  a d m i n i s t r a t i o n . ^
The CPEA and th e  K ellogg 
Founda tion
The K ellogg F ounda tions  members p ro v id ed  h e lp  f o r  over  1,500
12p r o j e c t s  and programs s in c e  1930. The F o u n d a tio n ,  c r e a t e d  June 21,
1930, by W. K. K e llo g g ,  was " d e d ic a te d  to  im proving th e  h e a l t h ,
h a p p in e s s ,  and w e l l -b e in g  o f  c h i l d r e n  and yough, w ith o u t  d i s c r im in a t io n
13as  to  r a c e ,  c r e e d ,  o r  geograph ic  d i s t r i b u t i o n . "
lORoald F .  Cam pbell, John E . C o rb a l ly ,  J r . ,  and John A.
Ramseyer, I n t r o d u c t io n  t o  E d u c a t io n a l  A d m in is t r a t io n  (B os ton ,  
M a ssa c h u se t ts :  A lly n  and Bacon, I n c . ,  1966), p. 238.
■^Owens, p .  18.
•^The F i r s t  Twenty-Five Y ears ( B a t t l e  C reek , M ichigan:
W. K. K ellogg F o u n d a t io n ) ,  n . d .
•^The F i r s t  Twenty-Five Y e a r s .
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K ellogg ,  i n s p i r e d  to  endow the fo u n d a t io n  by h i s  own la c k  of
e d u c a t io n a l  o p p o r t u n i t i e s ,  b e l i e v e d  t h a t  th e  one su re  way g e n e ra t io n s
cou ld  advance s t e a d i l y  was th rough  improved e d u c a t io n a l  chances  f o r
the  y o u n g . ^  By the  m id -1 9 5 0 's ,  th e  F o u n d a tio n  had been  committed
to  im proving e d u c a t io n  by sp o n so r in g  the  CPEA and th e  r e g io n a l  e x p e r i -
15m e n ta t io n  which fo l lo w e d .
The C o o p e ra t iv e  Program in  E d u c a t io n a l  A d m in i s t r a t io n ,  which 
o r i g i n a t e d  in  1950, was f in a n c e d  by the  K ellogg  F o u n d a t io n .  The 
American A s s o c i a t i o n  o f  School A d m in i s t r a t io n ,  th e  N a t io n a l  A s s o c ia t io n  
o f  County and R u ra l  S u p e r in te n d e n ts ,  and the  C ounc il  of C h ie f  S t a t e  
School O f f i c e r s  sp o n so re d ,  w i th  th e  a id  o f  K ellogg m onies, f iv e  
n a t i o n a l  e x p lo ra to r y  r e g io n a l  m e e t in g s .  The g o a l  of th e se  o r g a n i ­
z a t io n s  was the  b e t te rm e n t  o f  e d u c a t io n a l  a d m i n i s t r a t i o n ,  s p e c i f i c a l l y  
th e  sch o o l s u p e r in te n d e n c y .  The CPEA, an  in n o v a t iv e  o r g a n iz a t i o n ,  
grew ou t o f  th e s e  r e g i o n a l  m e e t in g s .  Each o f  e i g h t  r e g io n a l ly - b a s e d  
u n i v e r s i t y  CPEA c e n t e r s  c a r r i e d  fo rw ard  i t s  p a r t  o f  th e  CPEA p r o j e c t  
in d e p e n d e n t ly ,  though in te r c h a n g e  o f  id e a s  among c e n t e r s  d id  e x i s t .
The g e n e r a l  aims o f  th e  e i g h t  CPEA c e n t e r s  a r e  l i s t e d  below.
1. B e t t e r  p r e s e r v i c e  a d m in i s t r a t i v e  p r e p a r a t i o n  programs 
and i n - s e r v i c e  t r a i n i n g  o f  f i e l d  a d m i n i s t r a t o r s .
2 . A p p l ic a t io n  o f  a s o c i a l  s c ie n c e -b a s e d  i n t e r d i s c i p l i n a r y  
app roach  to  m ajor s o c i a l  p rob lem s.
3 . P r o v i s io n  of r e s e a r c h  c o n c lu s io n s  o f  f i e l d  a d m in i s t r a t o r s .
4 .  D isco v ery  o f  new knowledge o f  e d u c a t io n  and a d m in i s t r a t i o n .
^ The F i r s t  Twenty-Five Y e a r s .
■ ^ O w e n s ,  O r g a n iz a t io n a l  B ehav ior  in  S c h o o ls , p . 18.
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5 . C o n t in u a t io n  o f  r e g io n a l  c o o p e ra t io n  and communication 
among i n s t i t u t i o n s  of h ig h e r  l e a r n in g  and between th o se  i n s t i t u t i o n s  
and a g e n c ie s  in v o lv ed  w i th  e d u c a t io n a l  a d m i n i s t r a t i o n . ^
At th e  s t a r t ,  CPEA le a d e r s  em phasized th e  improvement of h ig h e r  
e d u c a t io n  a d m in i s t r a t i o n  c u r r i c u l a .  C la ss  t im es  o f  v a r i e d  l e n g th s ,  
n o v e l  i n s t r u c t i o n a l  t e c h n iq u e s ,  and new te a c h in g  " to o l s "  were d is c o v ­
e r e d .  Some CPEA c e n t e r  o f f i c i a l s  f e a t u r e d  i n t e r d i s c i p l i n a r y  c u r r i c u l a  
and sem in a rs ,  w h ile  o th e r s  used  i n t e r n s h i p s  and b e t t e r  te a c h in g  to  
improve a d m i n i s t r a t i o n . ^
C h e s te r  I .  B arnard
C h e s te r  I .  B a rn a rd ,  a t  one tim e P r e s id e n t  o f  the  New J e r s e y
B e l l  Telephone Company and a h ig h ly  s u c c e s s f u l  c o r p o r a t io n  e x e c u t iv e ,
was n o t  an e d u c a to r  o r  an  a c a d e m ic a l ly  t r a i n e d  t h e o r i s t .  Y et h i s  famous
1 ftbook, The F u n c t io n s  o f  The E x e c u t iv e , may have c o n ta in e d  more i n s i g h t s
19in t o  th e  n a t u r e  o f  a d m i n i s t r a t i o n  than  any o th e r  w r i t i n g .  A ccording
to  George, B a rn a rd 's  t h e o r i e s  p ro b ab ly  a f f e c t e d  management and o r g a n i -
20z a t io n  more p ro fo u n d ly  th an  th o se  o f  any o th e r  c o n t r i b u t o r .
Toward Improved School A d m in is t r a t io n :  A Decade of
P r o f e s s i o n a l  E f f o r t  to  H e ig h ten  A d m in is t r a t iv e  U nders tand ing  and 
S k i l l s  ( B a t t l e  C reek , M ichigan: W. K. K ellogg  F o u n d a tio n ,  1961),
p .  13.
Owens, p .  2 0 .
^ B a r n a r d ,  The F u n c t io n s  o f  The E x e c u t iv e .
■^Daniel e . G r i f f i t h s ,  A d m in i s t r a t iv e  Theory (New York: 
A p p le to n -C e n tu ry -C ro f ts ,  I n c . ,  1959), p .  63.
^ C la u d e  S. George, J r . ,  The H is to ry  o f  Management Thought 
(Englewood C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1968), p .  132.
B arnard  a t te n d e d  Mt. Hermon Academy and in  1906 e n r o l l e d  a t
H arvard  U n iv e r s i ty  which he l e f t  t h r e e  y e a r s  l a t e r  w ith o u t  g r a d u a t in g .
In  Ju n e ,  1909, he jo in e d  the  American Telephone and T e leg raph  Company
as  t r a n s l a t o r - e n g i n e e r . He was employed in  1922 a t  P en n sy lv an ia  B e l l
Telephone Company where he f i r s t  worked as  a manager. From th e  e a r l y
1 9 3 0 's  u n t i l  j u s t  b e fo re  h i s  d ea th  in  1961, he was a s tu d e n t  of
contem porary  management. T h is  businessm an was, a t  d i f f e r e n t  t im e s ,
p r e s i d e n t  o f  the  Bach S o c ie ty  o f  New J e r s e y ,  a famous l e c t u r e r ,  and
21a s k i l l e d  c l a s s i c a l  p i a n i s t  and im p ro v iso r .
B arn a rd ,  whose th in k in g  was in f lu e n c e d  by F o l l e t t ,  Mayo, and
Sheldon , l o g i c a l l y  an a ly zed  o r g a n iz a t i o n a l  s t r u c t u r e s  and adap ted
s o c i o l o g i c a l  concep ts  to  management. In  The F u n c t io n s  o f  The 
22E x e c u t iv e , he produced  a th e o ry  o f  c o o p e ra t io n  and o r g a n iz a t io n
and d e s c r ib e d  th e  e x e c u t iv e  p ro c e s s .  The fo rm al o r g a n iz a t i o n  was
d e s c r ib e d  a s  " th a t  k ind  o f  c o o p e ra t io n  among men t h a t  i s  c o n s c io u s ,
23d e l i b e r a t e ,  and p u r p o s e f u l . "  He f e l t  t h a t  th e  e x e c u t iv e  fu n c t io n
was th e  most im p o rtan t  e lem en t in  a d m in i s t r a t i o n .  His major t h e s i s
was t h a t  the o r g a n iz a t i o n  was a system  of c o n s c io u s ly  c o o rd in a te d
24a c t i v i t i e s ,  in  which the  e x e c u t iv e  i s  th e  most s t r a t e g i c  f a c t o r . 
E x e c u tiv e s  were v i t a l l y  im p o r tan t  to  o r g a n iz a t i o n s  because  o f  t h e i r  
t h r e e  m ajor f u n c t io n s :
1. To p ro v id e  a com munications system  f o r  the o r g a n iz a t io n .
2. To see t h a t  p ro p e r  e f f o r t s  were made fo r  o p e r a t io n  of 
the  system .
^ G e o r g e ,  p. 132. 
^ B a r n a r d .
22Ba rn a rd .  
^ G e o r g e ,  p. 133.
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3. To form and d e f in e  system  o b j e c t i v e s . J
B arnard  r e s e a rc h e d  management d e e p ly ,  i d e n t i f y i n g  fo r c e s  a t  
work and worker i n t e r a c t i o n s .  H is s tu d i e s  began w ith  the  i n d i v id u a l ,  
moved to  c o rp o ra te  o r g a n iz a t i o n s ,  and ended w i th  th e  e x e c u t iv e  
f u n c t i o n . ^
Barnard  worked e x t e n s i v e ly  w ith  o r g a n iz a t i o n a l  s t a t u s  systems 
which appea red  because  o f  d i f f e r e n t  n e e d s ,  c a p a c i t i e s ,  and a b i l i t i e s  
in  in d i v id u a l s .  H is v a ry in g  o f  the  d i f f i c u l t i e s  and im portance of 
t a s k s ,  d e s i r e  f o r  fo rm al s t a t u s  as  a s o c i a l  t o o l ,  and s e c u r i t y  needs 
in f lu e n c e d  th e  development of s o c i a l  system s in  o r g a n i z a t i o n s . ^
Barnard  b e l ie v e d  i t  was im p o ss ib le  t o  u n d e rs ta n d  the  form al
o r g a n iz a t io n  w ith o u t  com prehension o f  i t s  in fo rm a l  s o c i e t i e s .  A
c o in c id e n c e  o f  the  pu rp o ses  of th e  fo rm al and in fo rm a l o rg a n iz a t io n s
was viewed as b e n e f i c i a l  to  the  form al o r g a n iz a t i o n .  T h is  was so
because in fo rm al o r g a n iz a t i o n s  f a c i l i t a t e d  com m unications, p rov ided
group c o h e s io n ,  and c r e a t e d  f e e l i n g s  o f  member s e l f - r e s p e c t  and s e l f -
w orth . I f ,  on th e  o th e r  hand, the  in fo rm a l  o r g a n iz a t i o n  lacked  harmony,
the  e n t i r e  o r g a n iz a t io n  would s u f f e r .  A c o n t in u a l  c r e a t i v e  b a lan c in g
of human and o r g a n iz a t i o n a l  needs was r e q u i r e d  i f  o r g a n iz a t i o n a l  g o a ls
28were to  be r e a l i z e d .
Barnard  con tended  t h a t  o r g a n iz a t i o n a l  c o o p e ra t io n  depended on 
e f f i c i e n c y  and e f f e c t i v e n e s s .  E f f i c i e n c y  was d e f in e d  as s a t i s f a c t i o n
^ G e o r g e ,  p .  133. ^6G eorge, p. 133.
^ C h e s t e r  I .  B arn a rd ,  "F unc tions  and Pa tho logy  o f  S ta tu s  
Systems in  Formal O r g a n iz a t io n s , "  B o b b s -M e rr i l l  R e p r in t  S e r i e s  
in  th e  S o c ia l  S c ie n c e s ,  n . d . ,  p .  53.
^Barnard, p. 122.
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of  i n d i v id u a l  m o tives  and n e e d s ,  whereas e f f e c t i v e n e s s  was conce ived
as  the  g a in in g  o f  the  c o o p e ra t iv e  g o a l  or pu rpose .  The t e s t  of
e f f e c t i v e n e s s  was th e  accom plishm ent o f  m easurab le  o b j e c t i v e s ,  whereas
29th e  t e s t  o f  e f f i c i e n c y  was th e  g a in in g  o f  i n d i v i d u a l s 1 c o o p e ra t io n .
E f f e c t iv e n e s s  was d e s ig n a te d  as  s y s te m -o r ie n te d  and e s s e n t i a l  to  the
a t ta in m e n t  o f  o r g a n iz a t i o n a l  g o a l s .  E f f i c i e n c y  was r e p r e s e n te d  as
p e r s o n - o r i e n t e d  and n e c e s s a ry  to  w orker s a t i s f a c t i o n s  ga in ed  from
o r g a n iz a t i o n a l  membership. T h is  d i s t i n c t i o n  between e f f i c i e n c y  and
e f f e c t i v e n e s s  was im p o r tan t  because  i t  c l a r i f i e d  the  r e l a t i o n s h i p  o f
30job  s a t i s f a c t i o n  and g o a l  a t t a in m e n t .
M a te r i a l  rew ards  w ere ,  a c c o rd in g  to  B arnard ,  e f f e c t i v e  worker 
m o t iv a to r s  only to  a c e r t a i n  e x t e n t .  Then, (1) th e  chance to  d i s t i n ­
g u ish  o n e s e l f ,  (2 )  power a c q u i s i t i o n ,  (3) f a v o ra b le  work c o n d i t io n s ,
(4 )  p r id e  in  workmanship, and (5) a l t r u i s m  ascended  in  im portance as  
work in c e n t iv e s .  Not a l l  w orkers  were r e p e a te d ly  m o t iv a te d  o r  moved 
by i d e n t i c a l  s t i m u l i .  Most o r g a n iz a t i o n s  were p rob ab ly  d e f i c i e n t  in
p ro v id in g  b a s ic  o r  p r im ary  i n c e n t i v e s ,  and few, i f  any , o f f e r e d  a l l
31the  i n c e n t iv e s  which m o t iv a te d  w o rk e rs .  As a r e s u l t ,  o rg a n iz a t io n s  
were fo rc e d  to  use  p e r s u a s io n ,  r a t h e r  th an  c o e rc io n ,  to  g a in  t h e i r  
g o a l s . 32
Andrew W. H a lp in ,  Theory and R esea rch  i n  A d m in is t r a t io n  
(New York: The M acmillan Company, 1966), p .  38.
30Campbell, C o rb a l ly ,  and Ramseyer, I n t r o d u c t io n  to  E d u c a t io n a l  
A d m in i s t r a t i o n , p . 74.
^ B a r n a r d ,  The F u n c t io n s  o f  The E x e c u t iv e , pp. 148-49.
32E rn e s t  D a le ,  Management: Theory and P r a c t i c e  (New York:
McGraw-Hill Book Company, 1973), p . 179.
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B a rn a rd 's  r e s e a r c h  and o r g a n i z a t i o n a l  a n a ly s e s  were b ro ad er  
and more in c lu s iv e  th an  th o se  o f  S c i e n t i f i c  Management. H is w r i t i n g s  
were p a r t i c u l a r l y  u s e f u l  i n  a l e r t i n g  a d m i n i s t r a t o r s  and managers to  
problem s n o t  m entioned  by the  S c i e n t i f i c  Management t h e o r i s t s .  
U l t im a te ly ,  he p e rc e iv e d  l e a d e r s h ip  and c a r e f u l  le a d e r  s e l e c t i o n  as  
th e  c r u c i a l  f a c t o r s  in  o r g a n iz a t i o n a l  e f f e c t i v e n e s s  and e f f i c i e n c y . 33
K urt Lewin
Kurt Lewin, a s s o c i a t e d  w i th  Mayo, R o e th l i s b e r g e r  and D ickson,
and th e  Hawthorne P l a n t  r e s e a r c h ,  r e p o r t e d  w i th  L i p p i t t  and White in
351939 an im p o r ta n t  s tudy  in  the  J o u r n a l  o f  S o c ia l  P sycho logy . Lewin, 
L i p p i t t ,  and White (The Iowa C h ild  W elfare  S t a t i o n  Study m entioned 
e a r l i e r )  gave r e s u l t s  o f  a s tudy  o f  r e a c t i o n s  o f  boys to  le a d e r s h ip  
ty p e s - - d e m o c r a t i c ,  a u t o c r a t i c ,  and l a i s s e z - f a i r e ,  a c o n d i t io n  of minimal 
c o n t r o l .  Not s u r p r i s i n g l y ,  most o f  the  boys p r e f e r r e d  dem ocra tic  
l e a d e r s h i p . ^
The id e a  o f  "dem o cra tic  l e a d e r s h ip "  became p o p u la r  i n  e d u c a t io n
because  of th e se  s t u d i e s .  Much e d u c a t io n a l  l e a d e r s h ip  was judged f o r
y e a r s  as  " d e m o c ra t ic ,"  th u s  d e s i r a b l e ,  o r  " a u t o c r a t i c "  o r  " l a i s s e z -
37f a i r e "  and th u s  u n d e s i r a b l e ,  b ecause  o f  th e s e  e x p e r im e n ts .
R e g r e t t a b l y ,  the  components of " d e m o c ra t ic  l e a d e r s h ip "  were never
^ D a l e ,  p .  179.
•^Owens, O rg a n iz a t io n a l  B ehav ior in  S c h o o ls , p .  8 6 .
•^K urt Lewin, Ronald K„ L i p p i t t ,  and Ralph K. W hite , " P a t t e r n s  
o f  A ggress ive  Behavior in  E x p e r im e n ta l ly  C re a te d  S o c ia l  C l im a te s ,"  
J o u r n a l  o f  S o c ia l  P sycho logy , X (1 9 3 9 ) ,  271-99.
^^Owens, p .  125.
^Owens, p. 125.
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s p e c i f i e d ,  and e v e n tu a l ly  the  term gained  a n e g a t iv e  c o n n o ta t io n
38because  many e d u c a to rs  reg a rd e d  i t  a s  a  panacea . Cynicism concern ing
"d em o cra tic  l e a d e r s h ip "  became commonplace, perhaps  the  r u l e ,  among
39a d m in i s t r a t o r s  and p r o f e s s o r s  t o  the  p r e s e n t  e r a .
Coch and French c a r r i e d  ou t th e  Harwood M anufac tu r ing  P la n t
40Experim ents  l a r g e ly  because o f  the in f lu e n c e  o f  Kurt Lewin. Harwood 
P la n t  managers e n l ig h te n e d  garment p ro d u c e r s ,  f u rn i s h e d  background 
m usic ,  g e n e r a l ly  p o s i t i v e  w orking c o n d i t i o n s ,  w orker r e c r e a t i o n ,  and 
o th e r  employee b e n e f i t s  a s  p a r t  o f  a d e s i r a b l e  work env ironm ent.  As 
th e  Harwood managers in t r o d u c e d  p ro d u c t io n  in n o v a t io n s  to  rem ain 
c o m p e t i t iv e ,  work group members r e s i s t e d  change , and the  t r o u b le s h o o te r  
e x p e r im e n te r s  were c o n ta c te d .  The w orkers  were d iv id e d  i n t o  th r e e  
e x p e r im e n ta l  g roups ,  w ith  the  f i r s t  group members r e c e iv in g  on ly  the 
most b r i e f  and r o u t i n e  m ention  of p ro d u c t io n  change. Members o f  the  
second group were t o l d  of change , why i t  was needed , and a l l  t h a t  was 
in v o lv ed  in  i t .  Group two w orkers  were a l s o  asked  to  s e l e c t  t h e i r  
worker r e p r e s e n t a t i v e  t o  h e lp  develop  a job  r e t r a i n i n g  program.
Workers i n  th e  t h i r d  e x p e r im e n ta l  group were t r e a t e d  a s  were those
3®James M. Lipham, "L e a d e rsh ip  and A d m in is t r a t io n "  in  
B e h a v io ra l  S c ience  and E d u c a t io n a l  A d m in i s t r a t i o n , by D a n ie l  E. 
G r i f f i t h s ,  ed . The S i x t y - t h i r d  Yearbook o f  th e  N a t io n a l  S o c ie ty  
f o r  th e  S tudy o f  E d u c a t io n ,  P a r t  I I  (Chicago: The U n iv e r s i t y  of
Chicago P r e s s ,  1964), p .  125.
39owens, O r g a n iz a t io n a l  B ehavior in  S c h o o ls , p .  126.
4®L. Coch and J .  R. F ren ch ,  J r . ,  "Overcoming R e s is ta n c e  to  
C hange,"  in  Readings i n  S o c ia l  P sycho logy , by G. E. Swanson, T. M. 
Newcomb, and E. L. H a r t l e y ,  eds.(N ew  York: H o l t ,  R in e h a r t ,  and
W inston, I n c . ,  19.52), p .  474-90 ,
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o f  group two ex c e p t  t h a t  a l l  w orkers  in  group th r e e  h e lp ed  p la n  the
new jo b s  and develop  the  p la n  f o r  r e t r a i n i n g . ^
P ro d u c t io n  in  group one f e l l ,  w h ile  p ro d u c t io n  in  groups two 
and th r e e  g a in ed  abou t th e  same d eg ree .  A d d i t i o n a l l y ,  job  a b se n te e ism , 
q u i t t i n g  the  jo b ,  and worker g r ie v a n c e s  ro s e  in  group one bu t  were 
p r a c t i c a l l y  n o n e x i s t e n t  in  the  o th e r  two g ro u p s .  At th e  end o f  abou t 
two and one-rhalf m onths, a second e x p e r im e n ta l  phase was in t ro d u c e d ,  
a t im e - la p s e  which added v a l i d i t y  to  th e  s tu d y .  Group one w orkers
were t r e a t e d  as  were th o se  o f  group t h r e e ,  w ith  the  same g e n e r a l ly
p o s i t i v e  r e s u l t s .  S ince  the  only  i d e n t i f i a b l e  e x p e r im e n ta l  v a r i a b l e  
was th e  p a r t  group members p la y ed  in  d e c id in g  t h e i r  d e s t i n i e s ,  the 
e x p e r im e n te r s  concluded  t h a t  the  amount o f  worker involvem ent in  
o r g a n iz a t i o n a l  dec is ionm aking  a f f e c t e d  p ro d u c t io n  and th e  a t t i t u d e  
o f  w o r k e r s . ^
The Harwood M anufac tu r ing  P la n t  Study r e s e a r c h e r s  ag reed  
g e n e r a l ly  w i th  th o se  in  o th e r  o r g a n i z a t i o n s ,  in c lu d in g  s c h o o l s . ^  
R e se a rc h e rs  f in d in g s  on e f f e c t s  o f  t e a c h e r  involvem ent in  dec is ionm ak ing  
shows t h a t  th e  le n g th  and n a tu re  o f  t e a c h e r  p a r t i c i p a t i o n  a f f e c t s  work 
s a t i s f a c t i o n  and te a c h e r  a t t i t u d e  tow ard p r i n c i p a l s . ^
K urt Lewin proposed  a th e o ry  of o r g a n iz a t i o n a l  i n t e r p e r s o n a l  
b eh av io r  u s u a l ly  a s s o c i a t e d  w ith  "group d y n am ics ."  He assumed th a t
^ O w en s ,  O rg a n iz a t io n a l  B ehav io r  in  S c h o o ls , p . 107. 
^ O w e n s ,  p .  107.
^ R o b e r t  H. G ues t,  O r g a n iz a t io n a l  Change: The E f f e c t  of
S u c c e s s fu l  L ead ersh ip  (Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,
and The Dorsey P r e s s ,  1960).
O^wens, p. 108.
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the  most im p o r ta n t  in f lu e n c e s  on human b e h a v io r  were in d iv id u a l  and 
group c h a r a c t e r i s t i c s  and c u l t u r a l  norms. T h is  com bina tion  c r e a te d  
the  env ironm ent w i th in  which peop le  behaved. Those w ish ing  to  change 
human b e h a v io r  must th en  r e a l i z e  the  n e c e s s i t y  fo r  group and c u l t u r a l  
s u p p o r t . f o r  the  p roposed  change and t h a t ,  w i th o u t  t h i s  s u p p o r t ,  
r e g r e s s io n  and h in d ra n c e  to  change would o c c u r .45
H erber t  A. S imon
H e rb e r t  A. Simon, a u n i v e r s i t y  p r o f e s s o r  w i th  t r a i n i n g  in
psy ch o lo g y ,  p o l i t i c a l  s c ie n c e ,  and b u s in e s s  a d m i n i s t r a t i o n ,  produced
46
th e  im p o r ta n t  book, A d m in is t r a t iv e  B e h a v io r , in  1945. P u b l i c a t io n  
o f  t h i s  book u sh e re d  in  a new e r a  of a d m in i s t r a t i v e  s tu d y . ^
In  th e  1940 's  and the  postw ar e r a ,  b e h a v io r a l  s c i e n t i s t s  
w e re . in c r e a s in g ly  a t t r a c t e d  to  the  c h a l le n g in g  s tu d y  o f  e d u c a t io n a l  
a d m in i s t r a t i o n .  E n t i r e  new a r e a s  in  a d m i n i s t r a t i v e  theo ry  were 
e x p lo re d  a s  s c h o la r s  s tu d ie d  human i n t e r a c t i o n s  in  o r g a n iz a t i o n s .  
P s y c h o lo g i s t s ,  s o c i o l o g i s t s ,  and p o l i t i c a l  s c i e n t i s t s  used s p e c i a l i z e d  
knowledge, r e s e a r c h  m ethods, and t h e o r e t i c a l  c o n ce p ts  in  s tu d y in g  
a d m in i s t r a t i v e  th e o ry .  T h is  new b e h a v io ra l  th e o ry  concerned  the
a d m in i s t r a t o r  who was deep ly  in v o lv ed  w ith  w o rk e r s '  a c t io n s  in
. _ ■ 48o r g a n iz a t i o n s .
^ O w en s ,  p. 87.
^ H e r b e r t  A. Simon, A d m in is t r a t iv e  B ehav ior (New York:
The M acmillan Company, 1945).
^ A m i t a i  E t z i o n i ,  Modern O rg a n iz a t io n s  (Englewood C l i f f s ,  
New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1964), p . 30.
^Owens, pp. 11-12.
82
Simon c la im ed  he w ro te  A d m in is t r a t iv e  B ehavior to  c r e a t e  the
n e c e s s a ry  t o o l s ,  c o n c e p ts ,  and v o cab u la ry  fo r  d e s c r ib in g  an o r g a n iz a t io n .
In  th e  book, Simon c l a r i f i e d  term s such as  " d e c is io n m a k in g ,"  r a t i o n a l
b e h a v io r , "  and " o r g a n iz a t i o n , "  w h ile  depending on p o l i t i c a l  s c i e n t i s t s ,
e co n o m is ts ,  p s y c h o lo g i s t s ,  and s o c i o l o g i s t s  fo r  development of h i s
c o n c e p ts .  He used the  b e h a v io r a l  s c ie n c e s  e x t e n s i v e ly  in  a n a ly z in g
49o r g a n iz a t io n s  and the  b eh a v io rs  of peo p le  in  them.
Simon r e v i s e d  and ex tended  the  t h e o r i e s  o f  C hes te r  B arnard  in
s e v e r a l  im p o r tan t  ways. According to  Simon, th e  o r g a n iz a t io n  was,
as  B arnard  had s a i d ,  a "complex p a t t e r n  o f  communications and o th e r
r e l a t i o n s  in  a group o f  human beings."'*® O rg a n iz a t io n a l  p a t t e r n s
a f f e c t e d  g o a l s ,  a t t i t u d e s ,  and in fo rm a t io n  flow  of members, and shaped
e x p e c ta t io n s  o f  a c t s  w i th in  the  f i r m ." ^  The o r g a n iz a t i o n  was viewed
a s  th e  r e l a t i o n s h i p  p a t t e r n s  among im p e rfe c t  members w ith  a l l  t r y i n g
to  be as  r a t i o n a l  a s  p o s s ib le  w i th in  l i m i t s  imposed by th e  environm ent
and th em se lv es .  He se a rc h e d ,  as  d id  B arn a rd ,  f o r  re a s o n a b le  s o lu t i o n s
53to  o r g a n iz a t i o n a l  problem s which would in s u re  s u r v iv a l  o f  th e  f irm .
He f e l t  t h a t  the  w i l l i n g n e s s  of members to  s e rv e ,  th e  g lue  h o ld in g  the
^ C a m p b e l l ,  C o rb a l ly ,  and Ramseyer, I n t r o d u c t io n  to  E d u ca t io n a l  
A d m in i s t r a t i o n , p .  75.
-*®Simon.
-* ■*'S imon.
C O
Joseph  W. McGuire, T h eo r ie s  o f  B us iness  B ehavior (Englewood 
C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1967), p. 33.
^ H e r b e r t  A. Simon, "A Comparison o f  O rg a n iz a t io n a l  T h e o r i e s , "  
Review o f Economic S tu d ie s ,  XX, No. 1 (1972-73).
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o r g a n iz a t io n  t o g e th e r ,  depended on th e  n e t  p o s i t i v e  inducements 
o f f e r e d  members by the  o r g a n i z a t i o n . ^
Simon p e rc e iv e d  t h a t  the  o r g a n iz a t i o n  was an im p e rfe c t  d e c i s i o n ­
making machine which was c o n t in u a l l y  fo r c e d  to  choose from a l t e r n a t i v e s  
w i th o u t  r e a l i z i n g  the  consequences  of c h o ic e s .  I t  was e v id e n t  t h a t  
a d m in i s t r a t o r s  cou ld  n o t  always made c o r r e c t  c h o ic e s .  They shou ld , 
t h e r e f o r e ,  s eek  b e h a v io r a l  p a t t e r n s  conducive to  s a t i s f a c t o r y  w orker- 
f i rm  c o n c lu s io n s .  5-*
L u th e r  G u lick  and L ynda ll  
Urwick
G ulick  and Urwick were o u ts ta n d in g  among modern s t r u c t u r a l i s t  
a d m in i s t r a t i v e  s c h o la r s  and s tu d e n t s  who a t te m p te d  to  s y n th e s iz e  o r  
combine S c i e n t i f i c  Management co n cep ts  f o r  g r e a t e r  o r g a n iz a t i o n a l  
e f f i c i e n c y T h e y  c a t e g o r iz e d  o r g a n iz a t i o n a l  e lem en ts  a c c o rd in g  to  
use o r  f u n c t io n ,  w h ile  c r e a t i n g  fo rm al c h a r t s  which showed p r e c i s e  
r e l a t i o n s h i p s  of o r g a n iz a t i o n a l  d i v i s i o n s  and o f f i c e s .  T h e i r  P apers  on 
The S c ience  of A d m in i s t r a t i o n , p u b l i sh e d  in  1937, was one rea so n  t h e i r  
id e a s  were w e l l  known a f t e r  World War 11 ."^  They p o p u la r iz e d  command 
u n i t y ,  l i n e  and s t a f f ,  and span o f  c o n t r o l .  Span o f  c o n t r o l  meant
^ S im o n ,  Review o f  Economic S t u d i e s .
Simon, Review o f  Economic S t u d i e s .
5^0wens, p. 9 .
-^ L u th e r  G u lick  and L ynda ll  Urwick, e d s . ,  P apers  on The 
Sc ience  of A d m in is t r a t io n  (New York: I n s t i t u t e  o f  P u b lic
A d m in i s t r a t io n ,  1937), p .  3.
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a d m in i s t r a t i v e  e f f i c i e n c y  in c re a s e d  when th e  span o f  c o n t r o l  o f  a
le a d e r  was c o n f in e d  to  n o t  more than  f i v e  o r  s ix  s u b o rd in a te s  whose 
58work i n t e r l o c k s .
G u lick  and Urwick b e l ie v e d  t h a t  w ise  d e l e g a t io n  o f  r e s p o n s i ­
b i l i t y  was e s s e n t i a l  to  a d m in i s t r a t i v e  and o r g a n iz a t i o n a l  su c c e s s .
Of t h i s ,  G u lick  w ro te :  "Work d i v i s i o n  i s  th e  fo u n d a t io n  of
o r g a n iz a t i o n ;  in d e ed ,  th e  rea so n  f o r  o r g a n i z a t i o n . " ^
U n ity  o f  command, th e  s u p e r i o r ' s  r i g h t  o f  s o le  in f lu e n c e  
60over s u b o r d in a t e s ,  was n e c e s sa ry  t o  o r g a n iz a t i o n a l  s u c c e s s .  The 
a s s u ra n c e  o f  command u n i t y  was a c o n s ta n t  conce rn  of the  a b le  
a d m i n i s t r a t o r .  In  c r e a t i n g  c o o rd in a t io n  w i th in  o r g a n iz a t i o n s ,  
a d m in i s t r a t o r s  were o f t e n  tempted to  have more than  one boss fo r  work 
having  more th a n  one r e l a t i o n s h i p .  S t r i c t  adherence  to  u n i t y  o f  
command h e lp ed  managers avo id  c o n fu s io n ,  w a s te ,  and i n e f f i c i e n c y .^ ^  
C onform ity  to  l i n e  and s t a f f  o rg a n iz a t io n  was e s s e n t i a l  to 
a d m in i s t r a t i v e  s u c c e s s .  Line o f f i c e r s  were th o se  hav ing  d e c i s i o n ­
making a u t h o r i t y ,  th e  r i g h t  t o  a c t  to  g e t  th e  job  done, and a u t h o r i t y  
to  c o n t r o l  s u b o r d in a t e s .  S t a f f  o f f i c i a l s '  c h i e f  fu n c t io n s  were 
to  he lp  l i n e  o f f i c e r s  dec id e  a c t io n s  and to  c o o rd in a te  a l l  e f f o r t s  
n e c e s s a ry  f o r  s u c c e s s .  T r a d i t i o n a l  a d m in i s t r a t i v e  po licym akers
58;Lyndall Urwick, S c i e n t i f i c  P r i n c i p l e s  and O rg a n iz a t io n  
(New York: American Management A s s o c i a t i o n ,  1938), p .  8 .
^ G u l i c k  and Urwick, p. 3.
^®Victor A. Thompson, Modern O rg a n iz a t io n s  (New York: A lf r e d  A.
Knopf, I n c . ,  1961), p .  107.
■^^ Gulick and Urwick, p. 9.
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d i c t a t e d  t h a t  those  p erfo rm ing  a d m in i s t r a t i v e  fu n c t io n s  were e i t h e r
l i n e  o r  s t a f f  o f f i c e r s .  P u b l ic  schoo l s u p e r v is o r s  were u s u a l ly
6 9d e s ig n a te d  a s  s t a f f  o f f i c e r s .
G u lick  and Urwick f e l t  t h a t  p la n n in g  and the  o u t l i n i n g  of
g o a ls  and methods o f  a t t a i n i n g  them were b a s ic  to  a d m in i s t r a t i v e  and
o r g a n iz a t i o n a l  s u c c e s s .  O rgan iz ing  the  c r e a t i o n  of fo rm al a u t h o r i t i e s
th rough  which work s u b d iv i s io n s  flowed was the  second p a r t  o f  t h e i r
a d m in i s t r a t io n .  S t a f f i n g ,  d i r e c t i n g ,  c o o r d in a t in g ,  r e p o r t i n g ,  and
budge t ing  were th e  o th e r  f i v e  s te p s  in  th e  p ro c e s s .  G u lick  and
Urwick acknowledged t h a t  t h e i r  a d m in i s t r a t i v e  scheme was a v a r i a n t
63o f  H enri F a y o l ' s  f u n c t i o n a l  a n a l y s i s  a d m in i s t r a t i o n .
Dale and Urwick knew, though i t  d e f i n i t e l y  in c re a s e d  e f f i c i e n c y ,  
t h a t  s p e c i a l i z a t i o n  p re s e n te d  a d m in i s t r a t o r s  w i th  unique p r o b l e m s .^  
T h e ir  t r e n d  toward in c re a s e d  t a s k  s p e c i a l i z a t i o n  g e n e ra te d  new d i f f i ­
c u l t i e s  of c o o r d in a t io n  and o r g a n iz a t i o n .  S u c c e s s fu l  l e a d e r s h ip  of 
w orkers  in  s p e c i a l i z e d  a r e a s ,  and p ro p e r  p ro v is io n  f o r  human
i n t e r a c t i o n s  and needs i n  th e  o r g a n iz a t io n ,  demanded t h a t  managers
65innova te  and e x e r c i s e  i n i t i a t i v e .
^ W i l l i a m  H. Lucio and John D. McNeil, S u p e rv is io n :  A
S y n th e s is  o f  Thought and A ction  (New York: McGraw-Hill Book Company,
1969), p . 26.
^ G u l i c k  and Urwick, p . 13.
^ E r n e s t  Dale and L y n d a ll  Urwick, S t a f f  in  O rg a n iz a t io n  
(New York: McGraw-Hill Book Company, 1960), p .  9 .
^Dale and Urwick, p. 9.
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John K. Hemphill
L eadersh ip  r o l e s  in  group s e t t i n g s  have been e x h a u s t iv e ly
i n v e s t i g a t e d  in  numerous s o c i o l o g i c a l  s t u d i e s .  Many such s tu d ie s
have p i c t u r e d  le a d e r s h ip  a s  i n t e r a c t i v e  among group members,
p a r t i c u l a r l y  between le a d e r s  and members. The p o in t  o f  d e p a r tu re
66in  many of th e se  s tu d i e s  was in h e re n t  group d i f f e r e n c e s .  John K. 
H em phill d e s c r ib e d  group d i f f e r e n c e s  in  term s o f  o b se rv a b le  d a ta  
such as  s i z e ,  s t a b i l i t y ,  hom ogeneity , and f l e x i b i l i t y .  He i d e n t i f i e d  
and added two more group q u a l i t i e s  or d im ensions ,  v i s c i d i t y  and 
hedonic  to n e .  V i s c i d i t y  was a measure o f  group c o h e s io n ,  and hedonic  
tone was s a t i s f a c t i o n  which w orkers  ex p e r ie n c e d  from group membership. 
R e se a rc h e rs i i i  s i t u a t i o n a l  l e a d e r s h ip  f a c t o r s ,  group d ec is ionm ak ing ,  
and work groups p ro v id ed  i n s i g h t s  in to  the  n a tu re  and o p e r a t io n  of 
g ro u p s . ^
A f te r  c h a r a c t e r i z i n g  many work g ro u p s ,  H emphill and W estie
i d e n t i f i e d  s e v e r a l  d im ensions in f lu e n c in g  group b e h a v io r .  These
q u a l i t i e s  w ere ,  e x c lu d in g  the  s ix  named above, c o n t r o l ,  autonomy,
in t im a c y ,  po tency  (m ee ting  member n e e d s ) ,  p o l a r i z a t i o n ,  and p e rm e a b i l i ty
6ft( r e a d in e s s  to  adm it new mem bers).
Hemphill concluded  th e re  was no such th in g  a s  the  u l t im a te  o r  
a b s o lu t e  le a d e r  because  le a d e r s  were c o n s t r a in e d  to  accommodate to
B o w en s ,  O rg a n iz a t io n a l  Behavior in  S c h o o ls , p .  119.
J o h n  K. H em phill ,  S i t u a t i o n a l  F a c to r s  in  L ea d e rsh ip  
(Columbus, Ohio: Bureau of E d u c a t io n a l  R esea rc h ,  The Ohio S t a t e
U n iv e r s i t y ,  1949), pp . 30-34 .
68john  K. H em phill and C h a r le s  M. W e s t ie ,  "The Measurement of 
Group D im ensions,"  The J o u rn a l  o f  P sycho logy , XXIX (19 5 0 ) ,  325-42.
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th e  c h a r a c t e r i s t i c s  o f  t h e i r  d i f f e r e n t  g ro u p s .  Demands on le a d e r s
were th e n  a s  d iv e r s e  and i n d i v i d u a l i s t i c  a s  the  peop le  in  g roups .
Group dynamics c o u ld  be u n d e rs to o d  on ly  w i th in  th e  c o n te x ts  o f  group
s o c i a l  s e t t i n g s .  H em phill was, t h e r e f o r e ,  a s u p p o r te r  o f  a s i t u a t i o n a l
69approach  to  l e a d e r s h ip  and group b e h a v io r .
T a l c o t t  P arsons
P arso n s  developed  a g e n e r a l  t h e o r e t i c a l  framework f o r  th e  s tudy
o f  o r g a n iz a t i o n a l  s o c i a l  s y s t e m s . ^  He b e l ie v e d  t h a t  a l l  h e a l th y
o r g a n iz a t i o n s  so lv ed  fo u r  b a s ic  problem s: ( 1) a d a p t a t i o n :  system
accommodation to  e n v iro n m en ta l  demands; ( 2 ) g o a l  a t t a in m e n t :  s e t t i n g
o b j e c t i v e s  and g a t h e r in g  m a t e r i a l s  to  meet them; (3 )  i n t e g r a t i o n :
c o o r d in a t io n  o f  system  u n i t s  i n t o  one e n t i t y ;  and , (4 )  l a te n c y :
c o n t in u e d  m ain tenance  o f  system  m o t iv a t io n  and c u l t u r a l  p a t t e r n s . ^
His s o c i a l  system s model was g e n e r a l  enough to  app ly  to  v a r i e d  s o c i a l
sy s tem s . He r e c o g n iz e d  th e  fo rm al o r g a n iz a t i o n  a s  a modern means o f
72m o b i l iz in g  power f o r  g a in in g  o b j e c t i v e s .
Of th e  t h r e e  system s l e v e l s  i n  o r g a n iz a t i o n s  named by P a r s o n s - -  
th e  t e c h n i c a l ,  i n s t i t u t i o n a l ,  and m a n a g e r i a l - - a c t i o n s  d i r e c t i n g
^ H e m p h i l l ,  p .  58 .
^ T a l c o t t  P a r s o n s ,  S t r u c t u r e  and Proces_s in  Modern O rg a n iz a t io n s  
(G lencoe , I l l i n o i s :  The F re e  P r e s s ,  1960^~ pp." 16-96.
^ T a l c o t t  P a r s o n s ,  Working P apers  i n  The Theory o f  A ction  
(G lencoe , I l l i n o i s :  The F re e  P r e s s ,  1953), pp . 183-86.
72pe t e r  M. B lau ,  Formal O rg a n iz a t io n s :  A Com parative Approach
(San F ra n c is c o :  C handler  P u b l i s h in g  Company, 1962), p . 38.
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73t e a c h e r s  toward g o a l  a t t a in m e n t  were c o n s id e re d  m a n a g e r ia l .
R a is in g  money f o r  s ch o o ls  from the  community a t  l a r g e  e x e m p lif ie d  
the  i n s t i t u t i o n a l  l e v e l .  He s a id  t h a t  t r a d i t i o n a l  a d m in i s t r a t iv e  
s tu d y  had p la ced  e x c e s s iv e  em phasis on th e  m a n a g e r ia l  and i n s t i t u t i o n a l  
l e v e l s .
Parsons  b e l ie v e d  t h a t  the  g r e a t e s t  in c e n t iv e  toward e f f i c i e n t  
job  perform ance was job  s a t i s f a c t i o n .  In w r i t i n g  of t h i s ,  he i d e n t i ­
f i e d  f i v e  components o f  job s a t i s f a c t i o n :  s e l f - r e s p e c t ,  r e c o g n i t i o n ,
74want s a t i s f a c t i o n ,  p l e a s u r e ,  and a f f e c t i o n .
Parsons  viewed power as  im p o r tan t  and c e n t r a l  to  o r g a n iz a t i o n a l  
g o a l s .  He b e l ie v e d  the  c h i e f  phenomenon o f  o r g a n iz a t i o n s  to  be power 
m o b i l i z a t io n  fo r  th e  a t ta in m e n t  o f  t h e i r  g o a l s . ^
Jacob G e tz e ls  and Egon Guba
S o c ia l  system s th e o ry  i s  u sed  to  s tudy  f a c t o r s  in f lu e n c in g  
human conduct in  o r g a n iz a t i o n s .  G e tz e ls  and Guba d e s c r ib e d  o rg a n iz a ­
t i o n s  a s  s o c i a l  system s w ith  a h ie r a r c h y  o f  r o l e s . ^  For each r o l e  
s t r u c t u r e ,  p r i n c i p a l ,  t e a c h e r ,  or c u s to d ia n ,  c e r t a i n  b ehav io rs  were
7 3 T a lc o t t  P a r s o n s ,  "Some I n g r e d ie n t s  o f  G enera l Theory of 
Formal O rg a n iz a t io n s "  i n  A d m in i s t r a t iv e  Theory in  E d u c a t io n , by 
Andrew W. H a lp in ,  e d .  (Chicago: The U n iv e r s i t y  o f  Chicago P r e s s ,
1958), pp . 166-85.
^ D a n i e l  E. G r i f f i t h s ,  Human R e la t i o n s  in  School A d m in is t r a t io n  
(New York: A p p le to n -C e n tu ry -C ro f ts ,  I n c . ,  1956)’, p .  36.
^ T a l c o t t  P a rs o n s ,  "S u g g es t io n s  f o r  A S o c io lo g ic a l  Approach 
to  The Theory o f  O r g a n iz a t io n s , "  I I ,  A d m in is t r a t iv e  S c ience  Q u a r t e r l y ,
I ,  No. 2 (Septem ber, 1956), 225.
^ A n d re w  W. H a lp in ,  e d . ,  A d m in i s t r a t iv e  Theory in  E duca tion  
(Chicago: The U n iv e r s i t y  of Chicago P r e s s ,  1958), p .  156.
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e x p e c te d .  For exam ple, each member of the  o r g a n iz a t i o n a l  s o c i a l  
system would ex p ec t  a c e r t a i n  b e h a v io r a l  r o l e  of the  school 
p r i n c i p a l . ^
A ccording to  the G etze ls-G uba model, th e re  were two major
in f lu e n c e s  on o r g a n iz a t i o n a l  b e h a v io r - - p e r s o n a l  and o r g a n iz a t i o n a l
78d im ensions . T h e ir  model i s  i l l u s t r a t e d  below.
ORGANIZATIONAL (NOMOTHETIC) DIMENSION
I n s t i t u t i o n  Ro le  ---- )  E x p e c ta t io n
S o c ia l  Observed
System Behavior
In d iv id u a l  —^  P e r s o n a l i t y ^  Need D is p o s i t io n
PERSONAL ( IDIOGRAPHIC) DIMENSION
When viewed as  su g g es ted  by the  model, i t  became c l e a r  th a t
human a c t s  i n  the  o rg a n iz a t io n  o r i g i n a t e d  in  bo th  the  p e r s o n a l  and
o r g a n iz a t i o n a l  d im ensions .  Amount of p e r s o n a l  or o r g a n iz a t i o n a l
i n t e r a c t i o n  depended l a r g e ly  on r o l e ,  type  o f  o r g a n iz a t i o n ,  and f irm  
79c l i m a t e .
G e tz e ls  and Guba p o in te d  ou t t h a t  o r g a n iz a t i o n a l  r o l e s  were 
p layed  by in d i v id u a l s  in  h ig h ly  i n d i v i d u a l i s t i c  ways. Each person  
assuming a  r o l e  im p r in te d  i t  w i th  h i s  d i s t i n c t i v e  c h a r a c t e r ,  q u a l i t i e s  
o f  p e r s o n a l i t y ,  and b e h a v io rs ;  no two p e rso n s  f u l f i l l e d  r o l e s
77H alp in ,  p . 156. 
78H a lp in ,  p .  156. 
79H alp in ,  p .  156.
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i d e n t i c a l l y .  Comprehension o f  worker o r g a n iz a t i o n a l  conduct was 
i n s u f f i c i e n t  i f  on ly  r o l e  e x p e c ta t io n s  were u n d e rs to o d .  C h a r a c t e r i s t i c s  
and needs of p e rso n s  who p la y e d  r o l e s  c a l l e d  f o r  c o n t in u a l  e v a l u a t i o n .  
C o r re c t  a ssessm en t and e v a l u a t i o n  o f  o r g a n iz a t i o n a l  b eh av io r  in c lu d ed  
u n d e rs ta n d in g  o f  id io g r a p h ic  (p e r s o n a l  a s p e c t )  and o r g a n iz a t i o n a l  
(nom othe tic  a s p e c t )  b e h a v io r a l  d im ensions . S o c io lo g ic a l  and p s y c h o lo g i ­
c a l  a s p e c t s  o f  b e h a v io r  must be a c c u r a te l y  a p p ra i s e d  i f  a d m in i s t r a t o r s
80were to  comprehend human m o t iv a t io n  in  o r g a n iz a t i o n s .
Abraham Maslow
Abraham Maslow su g g es ted  th a t  the  d r iv in g  fo rc e  which caused
peop le  to  j o i n ,  rem ain  w i th ,  and work fo r  f u l f i l l m e n t  of o r g a n iz a t i o n a l
g o a ls  was a h ie r a r c h y  o f  n e e d s . 81 Maslow, a d i s t i n g u i s h e d  B rande is
U n iv e r s i ty  p s y c h o lo g i s t ,  c r e a t e d  a human needs pyramid to  e x p la in
human m o t iv a t io n .  H is system , w h ile  i n t e g r a t i n g  a common-sense
app roach ,  e s t a b l i s h e d  an o p e r a t io n a l  base  f o r  a d m in i s t r a t i v e  b e h a v io r .
His human needs arrangem ent d i f f e r e d  from o th e r s  because  m o t iv a t io n
was n o t  seen  as  a s e t  of independen t d r i v e s .  He examined each human
need  a s  i t  concerned  o th e r  n e e d s ,  an i n t e r a c t i v e  c o n c e p t ,  and a r ra n g e d
82i t  in  a h ie r a r c h y  of im portance .
80Cam pbell, C o rb a l ly ,  and Ramseyer, I n t r o d u c t io n  to  E d u c a t io n a l  
A d m in i s t r a t i o n , p .  192.
^ O w e n s , O r g a n iz a t io n a l  B ehav ior i n  S c h o o ls , p . 30.
82 Abraham Maslow, ,rA Theory of Human M o tiv a t io n ,"  The 
P s y c h o lo g ic a l  Review, L (1 9 4 3 ) ,  370-96.
91
83M aslow 's h ie ra r c h y  p o sse sse d  f iv e  needs l e v e l s  g iven  below.
1. P h y s ic a l  o r  b o d i ly  n e e d s ,  food ,  s h e l t e r ,  and o th e r  s u r v iv a l  
n e c e s s i t i e s .
2. S a fe ty  n e e d s ,  freedom from f e a r ,  d an g er ,  and d e p r iv a t io n .
3. S o c ia l  needs such a s  love and f r i e n d s h i p .
4 . Needs f o r  s e l f  and p e e r  r e s p e c t ,  s e l f - e s t e e m ,  and s ta tu s .® ^
5. Achievement o r  s e l f - a c t u a l i z a t i o n  needs such as o p p o r tu n i t i e s
85to  grow and develop  on the  jo b .
Needs in  th e  f i v e  h ie ra r c h y  l e v e l s  were r e l a t e d  by d e s c r i p t i o n  and 
im portance . The most p r e s s in g  need o f  an i n d i v id u a l - - f o o d ,  f o r  
exam ple--m onopolized  th e  p e r s o n 's  a t t e n t i o n  to  the  e x c lu s io n  of o th e r  
n eed s .  When th e  immediate need f o r  food  was m e t,  the  n ex t  s e t  of 
h ie r a r c h y  needs dominated th e  p e r s o n 's  a t t e n t i o n .  According to  Maslow, 
s a t i s f i e d  o r  met needs d id  n o t  m o t iv a te .  I t  was only  a f t e r  people  
f e l t  t h a t  t h e i r  p h y s ic a l  needs  had been m e t,  and e x p e r ie n c e d  e n v i ro n ­
m en ta l  s e c u r i t y  and warmth o f  p e r s o n a l  a s s o c i a t i o n  w ith  o t h e r s ,  t h a t
they  became concerned  w ith  s e l f - a c t u a l i z a t i o n - - t h e  development to  h igh
87l e v e l s  of t h e i r  t a l e n t s ,  s k i l l s ,  and a b i l i t i e s .
^Thom as J .  S e rg io v a n n i  and R obert  J .  S t a r r a t t ,  Emerging 
P a t t e r n s  o f  S u p e rv is io n :  Human P e r s p e c t i v e s  (New York: McGraw-Hill
Book Company, 1971), pp. 131-34.
^ S e r g i o v a n n i  and S t a r r a t t ,  pp. 131-34.
85W illiam  F oo te  Whyte, O r g a n iz a t io n a l  B eh av io r ,  Theory and 
A p p l ic a t io n  (Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,  and The
Dorsey P r e s s ,  1969), p .  135.
®^Sergiovanni and Starratt, p. 132.
S^Whyte, p . 135,
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F r e d e r i c k  H erzberg
F r e d e r i c k  H erzberg ,  a p s y c h o lo g i s t ,  p roposed  a c o n t r o v e r s i a l  
y e t  much s tu d ie d  e x p la n a t io n  f o r  job  s a t i s f a c t i o n .  When e x p e r im e n te rs  
u sed  methods re sem b lin g  H e r z b e r g 's ,  t h e i r  c o n c lu s io n s  g e n e r a l ly  
s u p p o r ted  h i s  id e a s ,  bu t  when q u e s t i o n n a i r e s  and o th e r  s o - c a l l e d  
" o b je c t iv e "  measures were u sed ,  H e rz b e rg 's  t h e s i s  was u s u a l l y  r e f u t e d . 88 
He produced a d u a l - f a c t o r  m o t iv a t io n a l  and jo b  s a t i s f a c t i o n  
th e o ry  which grew ou t of a s tudy  o f  two hundred a c c o u n ta n ts  and 
e n g in e e r s .  His h y p o th e s i s  was t h a t  c e r t a i n  f a c t o r s  were job  s a t i s f i e r s  
when p r e s e n t  b u t  n o t  jo b  d i s s a t i s f i e r s  i f  a b s e n t ,  o th e r  f a c t o r s  p ro ­
ducing  d i s s a t i s f a c t i o n ,  when e l im in a te d ,  d id  n o t  produce job 
89s a t i s f a c t i o n .  E xperim en ta l s u b j e c t s  were asked  to  r e c a l l  a time
when th e y  f e l t  ve ry  p o s i t i v e l y  toward th e  jo b .  The e x p e r im e n te rs
q u e s t io n e d  th e  s u b je c t s  to  i d e n t i f y  f a c t o r s  r e s p o n s ib le  f o r  th e se
p o s i t i v e  w orker a t t i t u d e s  and to  i d e n t i f y  e f f e c t s  on job perfo rm ance .
I d e n t i c a l  q u e s t io n in g  was used  i n  a second in te r v ie w ,  but w orkers
were asked to  r e c a l l  a time when t h e i r  f e e l i n g s  toward the  job  were 
90h ig h ly  n e g a t iv e .
H erzberg  developed  s p e c i a l  i n t e r e s t  in  a n a ly z in g  f a c t o r s  
p roduc ing  jo b  s a t i s f a c t i o n  and d i s s a t i s f a c t i o n  to  in c re a s e  h i s  knowledge 
of worker m o t iv a t io n .  Because h i s  r e s e a r c h  f in d in g s  showed job 
s a t i s f i e r s  m o t iv a te d  most w orkers  toward in c re a s e d  e f f o r t s ,  he
88s e r g io v a n n i  and S t a r r a t t ,  p .  143. 
® ^Sergiovanni and S t a r r a t t ,  p ,  144. 
9°Whyte, p .  136.
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i n f e r r e d  t h a t  absence  o f  d i s s a t i s f i e r s  produced no m o t iv a t io n a l
e f f e c t .  He concluded  t h a t  w orkers  o f  v a r i e d  o c c u p a t io n s  under age
tw enty  were re a s o n a b ly  w e l l  s a t i s f i e d  w i th  t h e i r  jo b s  w hereas g r e a t
job  d i s s a t i s f a c t i o n  was shown by w orkers  from ages  twenty to  tw enty- 
91n in e .  Nancy Morse o b se rv ed ,  " in  g e n e r a l ,  the  s h o r t e r  th e  time th e
employee has been w ith  the  company the  more s a t i s f i e d  he i s  w ith  h i s
92s a l a r y  and h i s  p ro g re s s  i n  i t . "
H e rz b e rg 's  t h e s i s ,  which appea red  ab o u t tw elve y e a r s  a f t e r
M aslow 's needs  h ie r a r c h y ,  a p p e a le d  to  l e a d e r s  o f  many American
c o r p o r a t i o n s . ^  To t h i s  t h e o r i s t ,  th e re  were two fundam ental views
94of  man, " th e  human anim al h as  two c a t e g o r i e s  o f  n e e d s . "  One needs 
c a te g o ry  in c lu d e d  p rim ary  an im al n e e d s ,  s a f e t y ,  p a in  a v o id an ce ,  and 
th e  like.^"* The o th e r  more complex needs group concerned  "man's 
com pelling  urge to  r e a l i z e  h i s  own p o t e n t i a l i t y  by con t inuous  
p s y c h o lo g ic a l  g r o w t h . H e r z b e r g  b e l ie v e d  t h a t  h e a l th y  p e rso n s  
looked  f o r  r e s p o n s i b i l i t i e s ,  deve loped  commitments, and e s t a b l i s h e d  
c h a l le n g e s  ^
9-*-Sergiovanni and S t a r r a t t ,  p .  140.
^ N a n c y  Morse, S a t i s f a c t i o n s  in  The White C o l l a r  Job (Ann A rbor, 
M ichigan: U n iv e r s i t y  o f  M ichigan  P r e s s ,  1953), p .  69.
9^0wens, O r g a n iz a t io n a l  B ehav ior  in  S c h o o ls , p .  33.
94]?rederick Herzberg, Work and The N atu re  of Man (Cleveland, 
Ohio: The World Publishing Company, 1966), p. 56.
^ O w e n s ,  p .  33.
9^H erzberg , p .  45.
97Frederick Herzberg and Roy M. Hamlen, "A Motivational- 
Hygiene Concept o f  Mental Health," Mental Hygiene, XLV, No. 3 
( J u l y ,  1961), 394-401.
D a n ie l  E. G r i f f i t h s
G r i f f i t h s  was concerned  abou t " th e  th e o ry  p r o b l e m ," "  the  
f a c t  so few p u b l i c  sch o o l a d m i n i s t r a t o r s  used th e o ry .  He f e l t  in  
1949 t h a t  e d u c a t io n a l  a d m in i s t r a t i o n  was undergo ing  g r e a t  and d r a s t i c  
ch an g es .  B efore  1950, a d m in i s t r a t i o n  was w e l l - d e f in e d  w ith  l i t t l e
QQ
c o n t ro v e r s y  e x i s t i n g  c o n ce rn in g  i t s  c o n t e n t  and s u b s ta n c e .
A d m in i s t r a t io n  te x tb o o k s  g e n e r a l ly  resem b led  Moehlman1 s^®® and were,
i n  f a c t ,  f r e q u e n t ly  v a l i d a t e d  by com parison  w ith  i t .  In  the  1 9 5 0 's ,
t e x t s  o f  newer v ie w p o in t  were c h a r a c t e r i z e d  by s e a rc h e s  f o r  the
c o n te n t  and the  th e o ry  t r y i n g  a d m in i s t r a t i o n  t o g e t h e r .  I n t e r e s t  in
a d m i n i s t r a t i v e  th e o ry  was r e l a t i v e l y  new in  th e  1 9 5 0 's ,  though th e re
had  been  n a t i o n a l  c o n fe re n c e s  o f  a d m i n i s t r a t o r s  and w r i t i n g s  on
101th e o ry  s in c e  about 1946.
G r i f f i t h s  was conv inced  t h a t  one re a so n  fo r  n e g l e c t  of theo ry  
in  th e  p u b l i c  s c h o o ls  was la c k  of com prehension o f  i t s  a d m in i s t r a t iv e  
i m p l i c a t i o n s .  He r e a l i z e d ,  though th e o ry  c o u ld  be good or bad , t h a t  
u s e f u l  th e o ry  was a r a r i t y .  U se fu l th e o ry  was more th a n  common-sense 
r u l e s  o f  thumb; no r was i t  j u s t  r u l e s  a p p l i e d  to  problem s a s  they  
ap p e a re d .  E f f e c t i v e ,  p r a c t i c a l  th e o ry  was com prised  of 
th e o ry  s u b je c t  m a t te r  making p o s s i b l e  p r e c i s e  p r e d i c t i o n s  in
" G r i f f i t h s ,  A d m in is t r a t iv e  T h eo ry , p .  63. 
" G r i f f i t h s ,  p .  1.
lOOArthur B. Moehlman, School A d m in is t r a t io n  (B os ton ,  
M a s sa c h u s e t ts :  H o u g h to n -M iff l in  Company, 1940).
101Griffiths, p. 3.
95
acco rdance  w ith  e s t a b l i s h e d  c r i t e r i a .  Sound th e o ry ,  a r e l i a b l e  guide
10?to  a c t i o n ,  was a d e f i n i t e  a id  to  e d u c a to r s .
G r i f f i t h s  th e o r i z e d  t h a t  th e  q u a l i t y  o f  f i rm  s o c i a l  c l im a te s
was a key in g r e d i e n t  in  s u c c e s s .  He c h a r a c t e r i z e d  open s o c i a l  systems
as  m a in ta in in g  them selves  in  s tead y  s t a t e s  w i th  c o n s ta n t  r a t i o s  among
system  components. He b e l ie v e d  t h a t  open system s p o sse sse d  enough
"dynamic e q u i l ib r iu m "  to  c o r r e c t  in h e re n t  im balances .  Continuous
feedback  and smooth o p e r a t io n  of open f i rm  subsystem s were rea so n s
103fo r  m ain tenance  o f  s te a d y  s t a t e s  in  open system s.
G r i f f i t h s  con tended  t h a t  the  main r e s p o n s i b i l i t y  of adm in is ­
t r a t o r s  was the c r e a t i o n  and m ain tenance of an e f f e c t i v e  a d m in i s t r a t i v e  
o r g a n iz a t i o n .  He su g g es ted  th e  fo l lo w in g  s t e p s  in  t h i s  p ro c e s s :
1. The pu rp o ses  o f  th e  schoo l shou ld  be c l e a r l y  s t a t e d  in  
o p e r a t io n a l  te rm s .
2. The c o n c e p tu a l  framework o f  th e  o r g a n iz a t i o n  must be 
ag reed  upon.
3 . A d m in is t r a t iv e  f u n c t io n s  e s s e n t i a l  to  g a in in g  s t a t e d  
o b j e c t i v e s  must be l i s t e d .
4 .  The c u r r e n t  a d m in i s t r a t i v e  s t r u c t u r e  must be e v a lu a te d  
t o  d e te rm in e  which f u n c t io n s  were b e in g  perfo rm ed  by whom.
■^-^Daniel e . G r i f f i t h s ,  "Toward A Theory of A d m in is t r a t iv e  
B ehav ior"  in  A d m in i s t r a t iv e  B ehav ior i n  E d u c a t io n , by Roald F. 
Campbell and R u s s e l l  T, Gregg, ed s .  (New York: H arper and B ro th e r s ,
I n c . ,  1957),  p .  357.
^ •^D an ie l E. G r i f f i t h s ,  O rg an iz in g  S choo ls  fo r  E f f e c t iv e  
E d u c a t io n  ( D a n v i l l e ,  I l l i n o i s :  The I n t e r s t a t e  P r i n t e r s  and P u b l i s h e r s ,
1962), pp . 116-17.
5. An o r g a n iz a t i o n a l  p la n  must be c r e a te d  hav ing  c o m p a t ib i l i t y  
w ith  th e  o r g a n iz a t i o n a l  concep t.
6 . A d m in is t r a t iv e  fu n c t io n  must r e l a t e  d i r e c t l y  to  ad m in is ­
t r a t i v e  p o s i t i o n .
7. A d m in is t r a t iv e  job  d e s c r i p t i o n s  must be developed  fo r  
a d m in i s t r a t i v e  p o s i t i o n s  to  which fu n c t io n s  were g iv e n .
8 . A d m in i s t r a t iv e  p o s i t i o n s  and job  d e s c r i p t i o n s  must r e l a t e  
to  incumbent a d m i n i s t r a t o r s .
9. A t im e ta b le  must be developed  to  implement the 
o rg a n iz a t io n .
G r i f f i t h s  was convinced  o f  the  w orth  o f  s c h o la r l y  s tudy  of 
a d m in i s t r a t i v e  th e o ry  and i t s  c o n s t r u c t i v e ,  p r a c t i c a l  use in  p u b l ic  
s c h o o ls .  He f e l t  s t r o n g ly  t h a t ,  w i th o u t  th e o ry ,  e d u c a to r s  lacked  a 
sy s te m a t ic  p la n  and t h a t  d u p l i c a t i o n  and i n e f f i c i e n c y  would i n e v i t a b l y  
a cc ru e .
Pau l R. Mort
Paul R. Mort and h i s  s tu d e n t s  and c o l le a g u e s  a t  Columbia 
T eachers  C o llege  conducted  su rveys  w h ile  s e a rc h in g  f o r  a re a so n -b a se d  
th e o ry  o f  e d u c a t io n a l  a d m in i s t r a t i o n .^ " *  He fav o re d  th e  d e p e n d a b i l i ty  
and p r a c t i c a l i t y  o f  th e o ry  w h ile  comparing a c t io n s  d iv o rc e d  from 
i t  to  th e  a im le s s  movements o f  f r ig h t e n e d  a n im a ls .  He f e l t  t h a t  th e o ry  
p ro v id e d  th e  most d i r e c t  p a th  to  a g o a l . - ^ ^  In  c o n s id e r in g  t h i s ,
1 0 4 G r i f f i t h s ,  p .  357.
l ° 50wens, p . 44.
106paul R. Mort and Donald H. R oss ,  P r i n c i p l e s  of School 
A d m in is t r a t io n  (New York: McGraw-Hill Book Company, 1957), p .  4 .
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Mort w ro te ,  " th e o ry  i s  . . . the  b e s t  and most a c c u r a te  m en ta l  p i c t u r e
o f  how an o rgan ism  w o rk s ." ^ 8^
M ort,  an adv o ca te  o f  n e c e s s a ry  e d u c a t io n a l  change , e x p la in e d
t h a t  t y p i c a l l y  f i f t e e n  y e a r s  e l a p s e d  b e fo re  needed changes reached
th r e e  p e r c e n t  o f  schoo l sys tem s . Another tw enty  y e a r s  o r d i n a r i l y
p assed  b e fo re  the  change sp re a d  over an  a r e a  th e  s i z e  o f  an average
108s t a t e ,  and th e  n a t i o n a l  r a t e  o f  sp read  was even s lo w er .  He 
p e r c e iv e d  money a s  th e  key to  t h i s  dilemma. Leaders  of w e a l t h i e r  
schoo l system s were g e n e r a l ly  more p r o g r e s s iv e  and q u ic k e r  to examine 
and e x p lo re  th e  new est p r a c t i c a l  developm ents . Mort th e o r i z e d  t h a t  a d ­
e q u a te  f in a n c e s  would p ro v id e  th e  s o l u t i o n  to  many e d u c a t io n a l  
p ro b le m s .
Andrew W. H alp in
Andrew W. H alp in  was co n ce rn ed ,  a s  was D a n ie l  E. G r i f f i t h s ,
w ith  a n a ly z in g  o r g a n iz a t i o n a l  system s and c l i ma t e s . He observed
v a r i a t i o n s  in  s o c i a l  c l im a te s  a s  he v i s i t e d  sc h o o ls  over th e  c o u n t ry .
He w ro te  of s ch o o l c l im a t e s ,  "You d o n ' t  have to  be i n  a sch o o l very
111long b e fo re  you f e e l  th e  atm osphere  o f  a p l a c e . "
■ ^M o rt  and R oss , p . 4 .
108P au l R. M ort, "E d u ca t io n a l  A d a p ta b i l i t y "  in  A d m in is t ra t io n  
f o r  A d a p t a b i l i t y , by Donald H. R oss ,  e d .  (New York: M e tro p o l i ta n
School Study C o u n c i l ,  1958), pp. 32-33.
lO^Mort and R oss , p .  4.
H®0wens, O r g a n iz a t io n a l  Behavior in  S c h o o ls ,  p . 190.
m A n d re w  W. H alp in  and Don B. C r o f t ,  The O rg a n iz a t io n a l  
C lim ate  o f  S choo ls  (C hicago: The U n iv e r s i ty  o f  Chicago P r e s s ,  1966), 
p .  4 .
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H alp in  p r e f e r r e d  "open" schoo l c l im a te s  because  th ey  were high
i n  te a c h e r  p a r t i c i p a t i o n  and c r e a t i v i t y  and low in  d i c t a t o r i a l  
112q u a l i t i e s .  He re c o g n iz e d  the  in t a n g ib l e  a tm osphere o r  c h a r a c t e r  of
sch o o ls  and r e a l i z e d  th e re  was f r e q u e n t ly  l i t t l e  ou tw ard , c o n c re te
113ev idence  d i s t i n g u i s h i n g  them. Most ev idence  s e p a r a t in g  schoo l 
c l im a te s  came from o b s e rv a t io n s  o f  te a c h e r  b e h a v io rs .  He th e o r i z e d  
t h a t  a d m in i s t r a t i v e  b e h a v io r ,  r e l a t i v e l y  dem ocra tic  and in fo rm a l ,  
o r  p r im a r i ly  a u t h o r i t a t i v e ,  s e t  th e  o r g a n iz a t i o n a l  tone  o f  s c h o o ls .
As H alp in  summarized, " .  . . p e r s o n a l i t y  i s  to  th e  i n d i v id u a l  what 
O rg a n iz a t io n a l  C lim ate  i s  to  the  O rg a n iz a t io n .  " 1 ^
H alp in  a r b i t r a r i l y  r a t e d  schoo l a tm ospheres on a s c a le  from 
"open" to  " c lo s e d "  w h ile  r e c o g n iz in g  t h a t  few o r  none would be t o t a l l y  
"open" o r  " c l o s e d . "  He m a in ta in ed  t h a t  a c h i e f  r e s p o n s i b i l i t y  of 
schoo l a d m in i s t r a t o r s  was th e  f o s t e r i n g  o f  "open" c l im a t e s .  He was, 
though , r e a l i s t i c  enough to  know t h a t  n o t  a l l  p r i n c i p a l s  cou ld  
ach iev e  t h i s ,  e s p e c i a l l y  th o se  in  d i s tu r b e d  u rban  c r i s i s  a r e a s  
r e q u i r i n g  s t r o n g  c o n t r o l  f o r  mere s u r v iv a l . ^ - *
H alp in  p o in te d  ou t th r e e  d i f f i c u l t i e s  which must be surmounted 
i f  e f f e c t i v e  th e o ry  f o r  e d u c a t io n a l  a d m in i s t r a t io n  was to  ap p ea r .
F i r s t ,  the  meaning o f  th e o ry  r e q u i r e d  c l a r i f i c a t i o n .  Second, e d u c a t io n a l  
t h e o r i s t s  were r e q u i r e d  to  become l e s s  concerned  w ith  o r d e r ly
■*--*-^ Owens, O rg a n iz a t io n a l  B ehav ior in  S c h o o ls , p. 190.
l ^ O w e n s ,  p # 157 #
1 1 4 - H a l p i n ,  Theory and R esearch  i n  A d m in i s t r a t io n ,  p .  131.
•^A ndrew  W. H a lp in ,  "Change and O r g a n iz a t io n a l  C l im a te ,"
O n ta r io  J o u rn a l  o f  E d u c a t io n a l  R esea rch ,  V I I I ,  No. 3 (S p r in g ,  1966), 235.
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c l a s s i f i c a t i o n s  o r  taxonom ies. T h i rd ,  the  p r e c i s e  domain of th e o ry  must 
be e s t a b l i s h e d .
H a lp in ,  w h ile  b e l i e v in g  t h a t  th e o ry  was e v o lu t io n a r y  and 
developm enta l and n o t  mass p roduced  on demand, ta u g h t  t h a t  th e o ry  
appeared  and developed  in  v a r i a n t  shapes  and s i z e s .  The shape or 
confo rm ity  o f  th e o ry  m ight v a ry ;  i t s  p o s t u l a t e s ,  c o n s t r u c t s ,  and 
assum ptions  m ight be s o l i d  or m o le c u la r  or narrow  and s p e c i f i c .  I t  
was co n se q u e n t ly  n o t  s u r p r i s i n g  t h a t  wonderment e x i s t e d  among 
a d m in i s t r a t o r s  a s  to  the  a r e a  and d im ensions o f  th e o ry .  H a lp in  showed 
t h a t  t h e o r i e s  evo lved  a t  v a r io u s  r a t e s  and by many means.
The crux  o f  th e  th e o ry  problem  was t h a t  th e o ry  had no common or 
s ta n d a rd iz e d  meaning f o r  e d u c a t o r s .
C hris  A rg y r is
C h r is  A rg y r i s ,  a r e s e a r c h e r  and p r a c t i c a l  ex p e r im en te r  in
o r g a n iz a t i o n a l  a s p e c t s  o f  in d u s t r y  and governm ent, a f f i rm e d  t h a t  the
needs o f  i n d i v id u a l s  and o r g a n iz a t io n s  cou ld  n o t  be e n t i r e l y  compat- 
118i b l e . In  h i s  book, P e r s o n a l i t y  and O rg a n iz a t io n s :  The C o n f l i c t
11QBetween The System and The I n d i v i d u a l , he s t a t e d  t h a t  ways must 
be found to  minimize c o n f l i c t s  between o r g a n i z a t i o n a l  members and 
f i r m s .  C r e a t io n  of f i rm  c l im a te s  le a d in g  to  q u ic k ,  open r e s o l u t i o n
H ^ H a lp in ,  O n ta r io  J o u rn a l  o f  E d u c a t io n a l  R e s e a rc h , 235.
H a lp in ,  Theory and R esearch  in  A d m in i s t r a t i o n , p . 7. 
■^ ■*-®Owens, pp . 169-70.
l ^ C h r i s  A rg y r is ,  P e r s o n a l i t y  and O rg a n iz a t io n :  The C o n f l i c t
Between The System and The In d iv id u a l  (New York: H arper and Row
P u b l i s h e r s ,  1957).
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of c o n f l i c t s  w i th in  o r g a n iz a t i o n s  was s u g g es ted  as  a p a r t i a l  s o lu t i o n  
19 0t o  th e  dilemma.
A rg y r is  p o in te d  ou t t h a t  the  f i r s t  r e s p o n s i b i l i t y  o f  ad m in is ­
t r a t o r s  and o th e r  l e a d e r s  was the  c r e a t i o n  and c o n t in u an ce  of
o r g a n iz a t i o n a l  r a t i o n a l i t y .  One s u re  way to  g u a ra n te e  t h i s  was fo r
121a d m in i s t r a t o r s  to  make on ly  r a t i o n a l  demands o f  em ployees. Urwick,
an e a r l y  e x p e r im e n te r  in  o r g a n iz a t i o n a l  th e o ry  who d e s c r ib e d  the
p ro p e r ty  of in te n d e d  o r g a n iz a t i o n a l  r a t i o n a l i t y ,  i n s i s t e d  t h a t  the
development o f  fo rm al o r g a n iz a t io n s  r e q u i r e d  o b j e c t i v i t y .  B u i ld e r s
o f  o r g a n iz a t io n s  s h o u ld ,  w ro te  Urwick, p roceed  in  a s  l o g i c a l  and
122d e tached  a manner a s  p o s s i b l e .  Task s p e c i a l i z a t i o n ,  power em phasis ,  
and co n fo rm ity  to  o r g a n i z a t i o n a l  g o a ls  c h a r a c t e r i z e d  o r g a n iz a t i o n a l  
r a t i o n a l i t y .  Four p r i n c i p l e s  of S c i e n t i f i c  Management c o n ta in in g  
r a t i o n a l  emphases were g iven  by A rg y r is  in  U n d e rs tan d in g  O rg a n iz a t io n a l  
B e h a v io r .^23
1. Task (Work) S p e c i a l i z a t i o n . A d m in i s t r a t iv e  and o r g a n iz a ­
t i o n a l  e f f i c i e n c y  would be r a i s e d  and in c r e a s e d  by a s s ig n in g  
s p e c i a l i z e d  ta s k s  to  w orkers  p o s s e s s in g  s k i l l s  e s s e n t i a l  to  the  
perform ance o f  th e se  t a s k s .
2. Chain o f  Command. I n  keep ing  w i th  th e  lo g ic  o f  t a s k  
s p e c i a l i z a t i o n ,  a new l e a d e r s h ip  fu n c t io n  was c r e a t e d  whose
12®0wens, p. 130.
12-*-Lyndall Urwick, The Elem ents o f  A d m in i s t r a t io n  (New York: 
Harper and B r o th e r s ,  I n c . , .  1953).
122urwi ck t The Elem ents of A d m in i s t r a t i o n .
■*-^^Chris A rg y r i s ,  U nders tand ing  O r g a n iz a t io n a l  B ehav io r 
(Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,  and The Dorsey P r e s s ,
1960), pp. 12-13.
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r e s p o n s i b i l i t i e s  would c o n s i s t  of c o n t r o l l i n g  and c o o r d in a t in g  
r e l a t i o n s h i p s  o f  o r g a n iz a t i o n a l  p a r t s  to  in s u re  t h a t  every  p a r t  
perform ed a s  w e l l  a s  p o s s i b l e .  This  scheme was founded on the  
assum ption  t h a t  a d m in i s t r a t i v e  e f f i c i e n c y  in c re a s e d  a s  o r g a n iz a t i o n a l  
p a r t s  were h i e r a r c h i c a l l y  a r ra n g e d  so the  p a r t  on top  c o n t r o l l e d  the  
bottom  p a r t .
3 . U nity  of D i r e c t i o n . I f  th e  ta s k s  o f  u n i t  w orkers  were 
to  be s p e c i a l i z e d ,  th e  purpose  of the  u n i t  must a l s o  be s p e c i a l i z e d .
The u n i ty  o f  d i r e c t i o n  p r i n c i p l e  s t a t e d  a d m in i s t r a t i v e  e f f i c i e n c y  
improved i f  each  u n i t  had bu t  one a c t i v i t y  p la n n ed  and d i r e c t e d  by 
the  a d m in i s t r a t i v e  l e a d e r .
4 .  Span o f C o n t r o l . A ccording to  A r g y r i s '  c o n t r o l  p r i n c i p l e ,  
e f f i c i e n c y  o f  a d m in i s t r a t i o n  was enhanced by l i m i t a t i o n  o f  a l e a d e r ' s  
span of c o n t r o l  to  n o t  more than  f i v e  or s i x  w orkers  whose work 
i n t e r l o c k e d . ^ ^
A r g y r i s '  o r g a n i z a t i o n a l  b e h av io r  th e o ry  fo c u se d  on th e se
assu m p tio n s :  (1) I n d iv i d u a l s  p o s se s s e d  p e r s o n a l i t i e s  and g o a ls .
(2) O rg a n iz a t io n s  had needs  and g o a l s .  (3 )  These two were in c o m p a tib le
125in  s i g n i f i c a n t  ways. I t  was h i s  c o n te n t io n  t h a t  o r g a n iz a t i o n a l
e f f e c t i v e n e s s  depended on g o a l  ach ievem ent,  i n t e r n a l  system  m a in tenance ,  
and system  a d a p t a t i o n  to  the  env ironm en t.  He o bserved  t h a t  e f f i c i e n t
124A r g y r i s ,  U nders tand ing  O rg a n iz a t io n a l  B e h a v io r , pp. 12-13.
io :
^ • 'A r g y r i s ,  P e r s o n a l i t y  and O rg a n iz a t io n :  The C o n f l i c t
Between The System and The I n d i v i d u a l .
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o r g a n iz a t io n s  accom plished  th e se  th r e e  o b j e c t iv e s  a t  s tead y  or
126in c r e a s in g  r a t e s  over tim e.
Douglas M. McGregor
D ouglas M. McGregor, o f  th e  M assa ch u se tts  I n s t i t u t e  of
Technology, le d  s e v e r a l  groups of a b le  r e s e a r c h e r s  in  the  s tudy  of
1 2 7human problem s in  i n d u s t r y .  McGregor and A renberg c o l l a b o r a t e d
in  a p io n e e r in g  s tudy  o f  human communications problem s and worker
128s a t i s f a c t i o n  in  i n d u s t r y .  McGregor, a r e s e a r c h e r  who was concerned
w i th  a t t i t u d e  and p e r c e p t io n  and t h e i r  e f f e c t s  on p r o d u c t io n ,  e x p la in e d
h i s  id e a  o f  p a r t i c i p a t i v e  management in  The Human Side of E n t e r p r i s e .
H is a d m in i s t r a t i v e  th e o ry  d i f f e r e d  from p r e v a i l i n g  t h e o r i e s  o f  worker
r e l a t i o n s h i p s .  Concerning t h i s ,  he w ro te :  "we r e q u i r e  a d i f f e r e n t
th e o ry  o f  th e  t a s k  o f  managing peop le  based  on more ad equa te  assum ptions
1 ?Qabout human n a tu r e  and human m o t iv a t io n ."
McGregor c i t e d  fo u r  c r u c i a l  v a r i a b l e s  o f  a d m in i s t r a t i v e
b e h a v io r  in  The Human Side o f  E n t e r p r i s e : le a d e r  c h a r a c t e r i s t i c s ,
130le a d e r  a t t i t u d e ,  group n e e d s ,  and fo l lo w e r  u n iq u e n e ss .  He viewed
^2^ C h ris  A r g y r i s ,  I n t e g r a t i n g  The I n d iv id u a l  and The O rg a n iz a t io n  
(New York: John Wiley and Sons, I n c . ,  1964), p .  123.
l 2^Whyte, O r g a n iz a t io n a l  B eh av io r ,  Theory and A p p l ic a t io n , p . 9.
^2®Douglas McGregor and Conrad M. A renberg , "D e te rm in a tio n  of 
M orale in  An I n d u s t r i a l  Company," A pplied  A n th ropo logy , I ,  No. 2 (1 9 4 2 ) ,  
12-34.
■*-2^Harry R. Knud son , J r . ,  Human Elem ents o f  A d m in is t r a t io n  
(New York: H o l t ,  R in e h a r t ,  and W inston, I n c . ,  1963), pp. 68-69.
•'■•^ Knudson, Human Elements of Administration, p. 182.
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l e a d e r s h ip  a s  co m p lic a te d  r e l a t i o n s h i p s  among v a r i a b l e s ,  n o t  the
e x c lu s iv e  domain o f  l e a d e r s .  In  s i t u a t i o n s  in v o lv in g  l e a d e r s h ip ,
o r g a n iz a t i o n a l  p o l i c y  was s e t  by th e  top  f i r m  p e r s o n n e l .  A f te r
p o l i c y  was s o l i d i f i e d ,  o r g a n iz a t i o n a l  l i m i t a t i o n s  r e s t r i c t e d  le a d e r
co n d u c t ,  r o l e ,  and a c t i o n .  I n te rv e n in g  v a r i a b l e s  such as  top
management ch an g es ,  r e a d ju s tm e n ts  a t  lower l e v e l s ,  o r  e x t e r n a l
p r e s s u r e s  such a s  m arke t f l u c t u a t i o n s ,  m ight cause  changes i n  the
p h ilo sophy  and d i r e c t i o n  o f  the  o r g a n iz a t io n .  When t h i s  happens ,
131immediate r e d e f i n i t i o n  o f  th e  l e a d e r s h ip  r o l e  i s  in  o rd e r .
McGregor was b e s t  known f o r  h i s  Theory X and Theory Y, an 
e f f o r t  t o  e x p la in  and c l a r i f y  m an 's  n a tu r e  and m o t iv a t io n .  Theory X 
and Theory Y a re  g iv e n  below:
Three fundam enta l p r o p o s i t i o n s  were p r e s e n te d  in  Theory X.
1. Average humans p o s se s s  h e r e d i t a r y  a v e r s io n s  to  work and 
w i l l  a v o id  i t  whenever p o s s i b l e .
2. Because p eo p le  h a t e  work, c o e r c io n ,  c o n t r o l ,  and t h r e a t  
become n e c e s s a ry  to  g a in  o r g a n iz a t i o n a l  g o a l s .
3 . Average peo p le  p r e f e r  e x t e r n a l  d i r e c t i o n ,  s e c u r i t y ,  and 
avo idance  o f  r e s p o n s i b i l i t i e s .
P o s t u l a t e s  o f  Theory Y c o n t r a s t e d  s h a rp ly  w i th  th o se  of 
Theory X.
1. P h y s ic a l  and m e n ta l  work, i f  s a t i s f y i n g ,  were i n h e r e n t ly
n a t u r a l .
13lRnudson, pp. 182-83.
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2. I f  man was committed to  o r g a n iz a t i o n a l  g o a l s ,  he would 
e x h i b i t  g o a l  d i r e c t i v e n e s s  and s e l f - c o n t r o l .
3 . Rewards s a t i s f y i n g  ego and s e l f - a c t u a l i z a t i o n  needs 
c r e a te d  worker commitment.
4 .  Average f o l k  cou ld  be ta u g h t  to  seek  and a c c e p t  r e s p o n s i ­
b i l i t i e s .  R e s p o n s ib i l i t y  avo idance  and ex ce ss  d e s i r e  f o r  s e c u r i t y  
were a c q u i r e d ,  n o t  i n h e r i t e d .
5. Many o rd in a ry  peop le  p o sse sse d  q u a l i t i e s  of in g e n io u s n e s s ,  
im a g in a t io n ,  and c r e a t i v i t y .
McGregor su g g es ted  th e  use  of Theory X and Theory Y in  o rd e r  
to  c r e a t e  r a t i o n a l  d e c i s io n s  and p r a c t i c a l  a c t i o n s .  A d m in is t r a to r s  
who a c c e p te d  p r e c e p ts  o f  Theory X (o r  Theory Y) would n a t u r a l l y  use
• t o o
i t s  p r i n c i p a l  id e a s  i n  p o l i c y  fo rm u la t io n
A m ita i E t z io n i
A m itai E t z io n i  developed  a com pliance th e o ry  to  improve 
a d m in i s t r a t i o n .  He c la im ed  "goodness o f  f i t "  between i n d i v i d u a l s '  
needs and o r g a n iz a t i o n a l  demands depended m ain ly  on ways o rg a n iz a t io n s  
a t t r a c t e d  and h e ld  members. He d e s ig n a te d  f i rm s  c o e rc iv e  i f  p a r t i c i -
■I Q /
p a t io n  was fo rc e d .
"Goodness o f  f i t "  o f  a power s t r a t e g y  or com pliance depended 
on th r e e  e l e m e n t s - - g o a l s ,  t a s k s ,  and invo lvem en t .  S u i t a b i l i t y  o f  a 
p a r t i c u l a r  s t r a t e g y  was measured by c o s t s  r e l a t i v e  t o  g o a l  a t t a in m e n t .
132Owens, O r g a n iz a t io n a l  B ehavior in  S c h o o ls , pp. 24-25. 
l^ O w e n s ,  pp. 24-25.
^■^Owens, p. 170.
I f  the  o r g a n iz a t i o n a l  g o a l  was o rd e r  and the  ta s k
r o u t i n e ,  c o e rc io n  m ight be th e  most e f f e c t i v e  s t r a t e g y  fo r  goal
a t t a in m e n t .  The p r i c e ,  however, o f  c o e rc io n  was w orker a l i e n a t i o n
and h o s t i l i t y .  In  c a s e s  of t h i s  ty p e ,  a d m in i s t r a t o r s  would have to
d ec id e  i f  u s in g  a p a r t i c u l a r  s t r a t e g y  was w orth  the  c o s t  in  worker
m ora le .  Concerning t h i s ,  th e  d e c i s iv e  c o n s id e r a t io n  fo r  th e  o rg a n iz a
t i o n  was t im e .  Worker a l i e n a t i o n  would r u i n  even th e  s t r o n g e s t  o f
o rg a n iz a t i o n s  over a long enough p e r io d ,  b u t  i t  cou ld  perhaps
135o c c a s io n a l ly  be t o l e r a t e d  i n  th e  s h o r t  ru n .
E t z io n i  c o n t r ib u te d  to  a d m in i s t r a t i o n  the  co n cep ts  of r o l e ,
s o c i a l  sys tem s , and com pliance t h e o r y . H e  urged  a d m in i s t r a t o r s  to
devote  th e  g r e a t e r  p o r t i o n  o f  t h e i r  time to  te c h n iq u e s  and s t r a t e g i e s
of p la n n in g  and runn ing  the  o r g a n iz a t i o n .  The environm ent of the
p r o f e s s io n a l  a d m in i s t r a t o r  was th e  o r g a n iz a t io n  ( s c h o o l ) ,  and i t  was
th e re  t h a t  th e  a d m i n i s t r a t i v e  fu n c t io n  was c a r r i e d  o u t .  E t z io n i
reco g n iz e d  th e  im p o rtan t  r o l e  o f  o rg a n iz a t io n s  i n  the  l i v e s  of a l l
137members o f  s o c i e t y ,  n o t  j u s t  sch o o l a d m in i s t r a t o r s .
T. Madison Byar
T. Madison B yar, fo rm er Chairman, E a s t  Tennessee S ta t e  
U n iv e r s i t y  School of E d u c a t io n ,  developed  a t r i p a r t i t e  power th e o ry
1 3 5 se rg io v an n i and S t a r r a t t ,  Emerging P a t t e r n s  o f  S u p e rv is io n  
Human P e r s p e c t i v e s , pp . 47 -48 .
136owens, p . 141.
l^Etzioni, Modern Organizations, p. 1.
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to  e x p la in  o r g a n iz a t i o n a l  change and the b eh a v io rs  o f  peop le  in
1 OQ
o r g a n i z a t i o n s .
B y a r 's  th e o ry  c o n ta in e d  th r e e  p a r t s  o r  d im ensions .  F i r s t ,  a
p e rso n  p u rs u in g  a problem s o l u t i o n  used b o th  p h y s ic a l  and p s y c h o lo g ic a l
power, th e  l a t t e r  b e in g  m en ta l  a b i l i t y  to  conce ive  a t e s t a b l e  s o lu t i o n
th e  p e rso n  c o u ld  c a r r y  out a lo n e .  In  s o c i e t y ,  peop le  r o u t i n e l y
watched and judged an i n d i v i d u a l ' s  a c t s .  Thus when th e  in d iv id u a l
so lv ed  h i s  and th e  problem s o f  o t h e r s ,  h i s  method o f  s o lu t i o n  would
139d o u b t l e s s  be a t te m p te d  by o t h e r s .
Second, e a r l y  e f f o r t s  of o th e r s  to  so lv e  the  o r i g i n a l  problem 
f a i l e d  because  few peop le  p o s se s s e d  th e  t o t a l  power to  develop  a new 
problem s o lu t i o n  and c a r r y  i t  ou t w i th o u t  h e lp .  To overcome t h i s ,  
group members p e rsu ad ed  the  p e rso n  who had so lv e d  the  problem  to  
r e p e a t  h i s  p e rfo rm ance .  The le a d e r s  o f  the  groups t r i e d  to  r e t a i n  h i s  
s e r v i c e s  w hile  c o n f e r r i n g  on him a group p o s i t i o n . ^ ®
The t h i r d  p a r t  o f  t r i p a r t i t e  power, the  p o s i t i o n ,  was s o c i a l  
power which was n o t  p a r t  of an in d i v id u a l .  S o c ia l  power was group 
power to  c o n fe r  s p e c i a l  s t a t u s  on one o f  i t s  own. In  exchange fo r  
t h i s ,  th e  group a c c e p te d  the  a u t h o r i t y  o f  th e  person  occupying  the 
power p o s i t i o n .  When c r e a t i v e  le a d e r s  o ccup ied  t h i s  p o s i t i o n ,  they  
d id  so on term s a c c e p ta b le  to  the  g roup. Because group members
cou ld  n o t  do what th e  le a d e r  d id ,  th e y  lacked  h i s  prowess o r  power.
138Lt C ra ig  W ilson , T. Madison B yar,  A r th u r  S. S h a p iro ,  and 
S h i r l e y  H. S c h e l l ,  S oc io logy  o f  S u p e rv is io n  (B oston , M assa ch u se t ts :
A llyn  and Bacon, I n c . ,  1969), p .  87.
^-•^Wilson, B yar ,  S h a p iro ,  and S c h e l l ,  pp. 83-84 .
140wiison, Byar, Shapiro, and Schell, p. 84.
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Through a cc ep tan c e  o f  th e  p o s i t i o n ,  the  le a d e r  assumed group
1 » i
e x p e c ta n c ie s  which o n ly  he was q u a l i f i e d  to  f u l f i l l .
B efore  p lanned  change cou ld  occur in  a s c h o o l ,  th o se  in  the 
o r g a n iz a t i o n  who p o s se s s e d  im p o r ta n t  p o s i t i o n s  must b e l i e v e  t h a t  t h e i r  
p o s i t i o n s  were n o t  th r e a te n e d  by the  p roposed  change. They m ust,  in  
f a c t ,  f e e l  t h a t  the  change would enhance t h e i r  s t a t u s  w ith  t h e i r  f i rm  
s u p e r io r s
R o b er t  G. Owens
R obert G. Owens w ro te  O r g a n iz a t io n a l  Behavior in  Schools
i n  1970 f o r  sch o o l  s u p e r in t e n d e n t s ,  p r i n c i p a l s ,  and m iddle management 
143a d m i n i s t r a t o r s .  Owens encouraged  schoo l a d m in i s t r a t o r s  to  g a in
knowledge o f  o r g a n i z a t i o n a l  b e h a v io r  because  o f  the  com m onali tie s  of 
s ch o o ls  w i th  o th e r  o r g a n iz a t i o n s .  Owens' t h e s i s  was t h a t  v a lu a b le  
knowledge of in d i v id u a l  and group b e h a v io r  in  o r g a n iz a t io n s  e x i s t e d  
f o r  sch o o l a d m i n i s t r a t o r s . ^ ^
M eaningful changes i n  e d u c a t io n a l  a d m in i s t r a t io n  o ccu r re d  in  
th e  te n  to  tw enty  y e a r s  b e fo re  1970. U n t i l  th e  m id -1 9 6 0 's ,  th e  e f f e c t s  
o f  th e  "new" a d m in i s t r a t i o n  were c o n f in e d  to  u n i v e r s i t y  p r o f e s s o r s  o f  
e d u c a t io n a l  a d m in i s t r a t i o n  and a few sch o o l s u p e r in t e n d e n t s .  Much o f  
the  "new" in  a d m i n i s t r a t i v e  s tu d y  c o n s i s t e d  o f  f r e s h  i n s i g h t s  i n t o
•j / 1
W ilson , B yar, S h a p i ro ,  and S c h e l l ,  p. 84. 
1 4 2 ^ ^ sorij B yar, S h a p iro ,  and S c h e l l ,  p . 87. 
l^ O w e n s ,  O rg a n iz a t io n a l  B ehav ior  in  S c h o o ls , p , i i i .  
l^ O w e n s ,  p .  i i i .
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th e o ry  which a id e d  a d m in i s t r a t o r s  in  m eeting  the  c h a l le n g e s  of
145American e d u c a t io n .
Owens, ad voca te  o f  an  i n t e r d i s c i p l i n a r y  approach in  u n i v e r s i t y  
a d m in i s t r a t i v e  t r a i n i n g  program s, d e s c r ib e d  the  t r a d i t i o n a l  h ig h e r  
e d u c a t io n  method o f  t r a i n i n g  a d m i n i s t r a t o r s .  Owens' p la n  in c lu d ed  
th e  te a c h in g  of t e c h n ic a l  knowledge in  p r a c t i c a l  s i t u a t i o n s  and the 
p e r c e p t io n  of the  c o n te n t  of a d m in i s t r a t i o n  as  ad equa te  to  m e r i t  a 
p la c e  w i th  the p r o f e s s io n s  and academic d i s c i p l i n e s . ^ ^
SUMMARY
C h es te r  B a rn a rd 's  m a n ag e r ia l  o b s e rv a t io n s  and ph ilo sophy  
s t im u la t e d  much modern s t r u c t u r a l i s t  a d m in i s t r a t i v e  th e o ry .  He 
p e rc e iv e d  o r g a n iz a t io n s  as  c o n s c io u s ly  s t r u c t u r e d  a c t i v i t i e s  in  which 
th e  e x e c u t iv e  o r  l e a d e r ' s  a c t io n s  were th e  d e te rm in in g  f a c t o r .  Some 
o f  h i s  t h e o r e t i c a l  c o n c e rn s ,  which were i n v e s t i g a t e d  in  th e  1950-1970 
p e r io d ,  w ere: le a d e r s h ip  q u a l i t y  and i t s  e f f e c t s  on f i rm s ;  s t a t u s
system s in  o r g a n iz a t i o n s ;  w o rk e r - f i rm  needs  cong ruences ; th e  com plex ity  
o f  m o t iv a t io n ;  s a t i s f y i n g  w o rk e rs '  human needs a t  work; f i r m  work 
c l im a t e s ;  communications sy stem s; and fo rm a l - in fo rm a l  f i rm  c o m p a t ib i l i t y .  
In  a d d i t i o n  to  the  t h e o r e t i c a l  i n t e r e s t s  j u s t  m en tioned , modern, 
b e h a v io r a l  t h e o r i s t s  examined and employed i n s i g h t s  r e l a t i n g  to  group 
b e h a v io r s ,  d e l e g a t i o n  of r e s p o n s i b i l i t y ,  q u a l i t i e s  o f  w orker in p u t  
i n t o  d ec is io n m ak in g ,  worker autonomy in  work a r e a s ,  c h a in  o f  command, 
l i n e  and s t a f f ,  span o f  c o n t r o l ,  work d i v i s i o n ,  and many o th e r  manage­
r i a l  c o n c e p ts .  The m a jo r i t y  of c u r r e n t  t h e o r i s t s  advoca ted
145owens, p . 1. l^Owens} p . 3 .
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a d m in i s t r a t i v e  t r a i n i n g  and e x p e r t i s e  i n  o r g a n iz a t i o n a l  dynam ics, and 
th e  a b i l i t y  to  p ro p e r ly  d iag n o se  and meet w o rk e r s '  t o t a l  needs  a t  work.
B e h a v io ra l  a d m in i s t r a t i o n  was p r im a r i l y  a re a s se s sm e n t  and 
rea rran g e m en t of c e r t a i n  p r e c e p t s  of Human R e la t io n s  and S c i e n t i f i c  
Management. The humane, w o rk e r -c e n te re d  c h a r a c t e r  o f  Human R e la t io n s  
in f lu e n c e d  modern a d m in i s t r a t i o n  more, however, th an  d id  the  m e c h a n is t ic  
a s p e c t s  of S c i e n t i f i c  Management.
I n t r o d u c t io n  to  F ig u re  7
F ig u re  7 i s  a b r i e f  i l l u s t r a t i o n  of the  c o n te n ts  of C hapter 5 , 
POST-1950 'S  ADMINISTRATIVE THEORIES.
The purpose  of F ig u re  7 i s  to  r e v e a l  some of the  m ajor t h e o r i e s  
of P o s t - 1 9 5 0 's  a d m in i s t r a t i v e  t h e o r i s t s .  T h is  p r e s e n t a t i o n  b e g in s  w i th  
the  id e a s  of C h e s te r  B arnard  and ends w i th  th o se  o f  t h e o r i s t  R obert  G. 
Owens. F ig u re  7 should  e n a b le  th e  r e a d e r  to  g a in  an overv iew  of the  
m a t e r i a l s  c o n ta in e d  in  C h ap te r  5.
I n t r o d u c t io n  to  F ig u re  8
In  F ig u re  8 , a com parison  i s  made o f  some o f  the  im p o rtan t
modern a d m in i s t r a t i v e  t h e o r i e s  and the  t h e o r i s t s  who employed them.
The purpose  of the  c h a r t  i s  to  p ro v id e  easy  a c c e s s  f o r  the  re a d e r
to  most of th e  s i g n i f i c a n t  id e a s  of the  chapter--COMPARISON OF
POST-1950'S ADMINISTRATIVE THEORIES. Modern, b e h a v io r a l  t h e o r i e s
(1950-1970) a r e  p r e s e n te d  in  th e  o rd e r  of t h e i r  appea rance  in  C hap ter  5.
The im pact of Human R e la t i o n s  can be c l e a r l y  seen  in  th e  g r e a t
m a jo r i t y  o f  modern a d m in i s t r a t i v e  t h e o r i e s .  Each modern t h e o r i s t ,
no m a t te r  how humane, p lanned  and worked tow ard f i rm  e f f i c i e n c y ;  in
t h i s  en d ea v o r ,  th e  in f lu e n c e  and i n t e r e s t s  of S c i e n t i f i c  Managers were 
o f t e n  e v i d e n t .
1 1 0
A d m in is t r a t iv e  t h e o r i s t s  of the  c u r r e n t ,  modern e r a  g e n e r a l ly  
produced p r o g r e s s iv e ,  e n l ig h te n e d ,  and humane t h e o r i e s .  Concern fo r  
th e  human q u a l i t i e s  of em ployees , a n a l y s i s  of group and le a d e r s h ip  
dynamics, and a t t e n t i o n  to  c h a r a c t e r i s t i c s  of o r g a n iz a t i o n a l  c l im a te s  
were im p o r tan t  i n t e r e s t s  and r e s p o n s i b i l i t i e s  of c u r r e n t  t h e o r i s t s .  
However, p r o v i s io n  was made by each  t h e o r i s t  f o r  p ro d u c t iv e  e f f i c i e n c y — 
th e  m ajor S c i e n t i f i c  Management em phasis .
C h es te r  B arnard  and H e rb e r t  Simon em phasized the  fo l lo w in g  
a d m in i s t r a t i v e  c o n c e p ts  t o  s a t i s f y  f i rm  demands and meet w o rk e rs '  
need s :  p r o f e s s i o n a l l y - t r a i n e d  a d m i n i s t r a t o r s ,  w o rk e r - f i rm  needs
b a la n c e ,  t o t a l  f i rm  c o o r d in a t io n ,  com munications e f f i c i e n c y ,  s ta te m e n ts  
o f  f i rm  g o a ls  o r  o b j e c t i v e s ,  c a re  in  l e a d e r  s e l e c t i o n  and t r a i n i n g ,  
l e a d e r  knowledge and e x p e r t i s e  in  group dynam ics, f i rm  fo rm a l - in fo rm a l  
group congruence , use o f  v a r i e d  m o t iv a t o r s ,  w o rk e r - f i rm  needs harmony, 
m ee ting  w o rk e rs '  needs  th ro u g h  e x c e l le n c e  o f  f i rm  c o n s t r u c t ,  le a d e r s h ip  
a n a l y s i s  and i t s  i m p l i c a t io n s ,  c o n s id e r a t io n  of th e  impact o f  s o c i a l  
f o r c e s  on the f i rm ,  r e c o g n i t i o n  o f  the  e f f e c t s  of f i rm  atm ospheres  on 
g o a l s ,  work env ironm en ts  conducive  t o  w o rk e r s '  s e l f - a c t u a l i z a t i o n  
n e e d s ,  r e c o g n i t i o n  t h a t  f i rm  r o l e s  com prise  th e  o r g a n iz a t i o n ,  system 
m ain tenance  and s t a b i l i t y ,  c o r r e c t n e s s  o f  match of w orkers  and work, 
r a t i o n a l i t y  in  f i rm  c o n s t r u c t ,  c a r e  i n  f i rm  c o n s t r u c t io n  and o p e r a t io n ,  
p r o v i s io n  f o r  f i rm  s t a t u s  sy s tem s ,  and r e c o g n i t i o n  o f  the  e f f e c t s  on 
f i rm s  o f  l e a d e r s .  S im on--bu t n o t  B a r n a r d - - s t r e s s e d  use o f  v a r ie d  
in c e n t iv e s  to  keep and h o ld  members and c r e a t i o n  o f  w o rk e r -c e n te re d  
work s e t t i n g s .
H em phill ,  McGregor, and Owens s t r e s s e d  the  fo l lo w in g  a d m in is ­
t r a t i v e  c o n c e p ts :  l e a d e r  knowledge o f  group dynamics, l e a d e r s h ip
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a n a l y s i s  and i t s  im p l i c a t io n s ,  r e c o g n i t i o n  of the  e f f e c t s  o f  f irm  
atm ospheres  on g o a l s ,  c r e a t i o n  of w o rk e r -c e n te re d  work s e t t i n g s ,  
s i t u a t i o n a l  approaches  to  l e a d e r s h ip ,  p r o v is io n  f o r  the  un ique  needs 
o f  group members, work env ironm ents  conducive  t o  w o rk e rs '  s e l f -  
a c t u a l i z a t i o n  r e q u i r e m e n ts ,  r e c o g n i t i o n  of th e  im portance of the 
q u a l i t y  o f  w orkers  to  the  s u c c e ss  o f  th e  f i r m ,  r e c o g n i t io n  t h a t  f i rm  r o l e s  
com prise  th e  o r g a n iz a t i o n ,  human r e l a t i o n s  t r a i n i n g  f o r  a d m i n i s t r a t o r s ,  
and r e c o g n i t i o n  o f  th e  e f f e c t s  on f irm s  o f  l e a d e r s .
M cG regor--but n o t  Hemphill o r  Owens—advoca ted  w o rk e r - f i rm  
needs b a la n c e s ,  s ta te m e n ts  o f  f i rm  g o a l s  o r  o b j e c t i v e s ,  open s o c i a l  
sy s tem s ,  and r a t i o n a l i t y  in  f i rm  c o n s t r u c t .  H em phill—b u t  no t  
McGregor o r  O w ens--advocated i s o l a t i o n  o f  th e  components o f  e f f i c i e n c y  
and r e c o g n i t i o n  and prompt r e s o l u t i o n  o f  w o rk e r - f i rm  c o n f l i c t s .
Owens—b u t  n o t  McGregor o r  H em p h il l- -en co u rag ed  p r o f e s s i o n a l l y - t r a i n e d  
a d m i n i s t r a t o r s ,  c a r e  in  l e a d e r  s e l e c t i o n  and t r a i n i n g ,  f i rm  fo rm al-  
in fo rm a l  group congruence , w o rk e r - f i rm  needs harmony, system  
m ain tenance  and s t a b i l i t y ,  worker in p u t  i n t o  f i rm  dec is ionm ak ing ,  
r e c o g n i t i o n  of th e  impact o f  i n d i v id u a l  and group q u a l i t i e s ,  and use  
o f  th e o ry  by a d m i n i s t r a t o r s .
H erzberg  and Maslow em phasized c r e a t i o n  o f  w o rk e r -c e n te re d  
work a r e a s ,  p r o v is io n  f o r  th e  un ique needs o f  group members, work 
env ironm en ts  conducive  to  w o rk e rs '  s e l f - a c t u a l i z a t i o n  n e e d s ,  human 
needs schemes o r  h i e r a r c h i e s  t o  e x p la in  worker m o t iv a t io n s ,  and work 
s e t t i n g s  f o r  m ee tin g  w o rk e rs '  t o t a l  human n eed s .
G e tze ls -G u b a ,  P a r s o n s ,  and E t z io n i  employed and encouraged  
f i r m  fo rm a l - in fo rm a l  group congruence , w o rk e r - f i rm  needs harmony, 
c o n s id e r a t io n  of th e  im pact of s o c i a l  f o r c e s  on the  f i rm ,  r e c o g n i t i o n
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o f  th e  e f f e c t s  o f  f i rm  atm ospheres  on g o a l s ,  c r e a t i o n  of w orker-  
c e n te r e d  work s e t t i n g s ,  p r o v i s io n  f o r  th e  unique needs o f  group 
members, work env ironm ents  conducive  to  w o rk e r s '  s e l f - a c t u a l i z a t i o n  
n e e d s ,  r e c o g n i t i o n  t h a t  f i rm  r o l e s  com prise th e  o r g a n iz a t i o n ,  s o c i a l  
system s models to  e x p la in  w o rk e r - f i rm  n e e d s ,  system  m ain tenance and 
s t a b i l i t y ,  c o r r e c t  match of w orkers  and work, human r e l a t i o n s  t r a i n i n g  
f o r  a d m i n i s t r a t o r s ,  and r e c o g n i t i o n  o f  th e  e f f e c t s  on f irm s  of l e a d e r s .
G e tz e ls  and Guba~-but n o t  P a rsons  o r  E tz io n i - - u r g e d  and 
p r a c t i c e d  com munications e f f i c i e n c y ,  le a d e r  knowledge of group 
dynam ics, and s i t u a t i o n a l  approaches  to  l e a d e r s h ip .  P a r s o n s - - b u t  
n o t  G e tz e ls  and Guba o r  E t z i o n i —urged  t o t a l  f i rm  c o o r d in a t io n ,  use 
o f  v a r i e d  m o t iv a t o r s ,  and t o t a l  f i rm  en v iro n m en ta l  a d a p t a t i o n .  G e tze ls  
and Guba and E t z i o n i —b u t  n o t  P a rs o n s - -e n c o u ra g e d  w o rk e r - f i rm  needs 
b a l a n c e s .  P a rso n s  and E t z i o n i - - b u t  n o t  G e tz e ls  and Guba--promoted 
s ta te m e n ts  o f  f i rm  g o a ls  o r  o b j e c t i v e s ,  and th e  i n t e l l i g e n t  m o b i l i z a t io n  
o f  f i rm  power.
G r i f f i t h s  and H alp in  promoted and encouraged  s ta te m e n ts  of 
f i rm  o r  o r g a n iz a t i o n a l  g o a ls  o r  o b j e c t i v e s ,  r e c o g n i t i o n  of the  e f f e c t s  
o f  f i rm  atm ospheres  on g o a l s ,  c r e a t i o n  o f  w o rk e r -c e n te re d  work 
s e t t i n g s ,  p r o v i s io n  f o r  un ique  needs o f  group members, work env ironm ents  
conducive  to  w o rk e rs '  s e l f - a c t u a l i z a t i o n  n e e d s ,  r e c o g n i t i o n  o f  the 
im portance of the  q u a l i t y  o f  w orkers  to  f i rm  s u c c e s s ,  open s o c i a l  
system s ap p ro a c h e s ,  human r e l a t i o n s  t r a i n i n g  fo r  a d m i n i s t r a t o r s ,  use 
o f  th e o ry  by a d m i n i s t r a t o r s ,  and r e c o g n i t i o n  o f  the  e f f e c t s  on f i rm s  
o f  l e a d e r s .
G r i f f i t h s - - b u t  n o t  H a lp in --e n co u rag ed  le a d e r  knowledge of 
group dynam ics, system  m ain tenance  and s t a b i l i t y ,  and w orker in p u t
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i n t o  f i rm  d ec is ionm ak ing .  H a lp in —b u t  n o t  G r i f f i t h s — s t r e s s e d  the 
need f o r  c a r e  in  l e a d e r  s e l e c t i o n  and t r a i n i n g .
A rg y r is  and G ulick-U rw ick  advoca ted  and promoted communications 
e f f i c i e n c y ,  s ta te m e n ts  o f  f i rm  g o a ls  o r  o b j e c t i v e s ,  the  m eeting  of 
w o rk e rs '  needs th rough  e x c e l le n c e  o f  f i rm  c o n s t r u c t ,  i s o l a t i o n  of the  
components of e f f i c i e n c y ,  system  m ain tenance  and s t a b i l i t y ,  c o r r e c t  
match o f  w orkers  and work, r a t i o n a l i t y  in  f i rm  c o n s t r u c t ,  le a d e r  
de tachm en t,  c o n t r o l  span , and c h a in  o f  command, l i n e  and s t a f f ,  c a re  
in  f i rm  c o n s t r u c t i o n  and o p e r a t io n ,  and d i v i s i o n  of work and t a s k  
s p e c i a l i z a t i o n .
A r g y r i s - -b u t  n o t  G u lic k  and U rw ick--encouraged  le a d e r  knowledge 
of group dynam ics, f i rm  fo rm a l - in fo rm a l  group cong ruence ,  p r o v i s io n  fo r  
un ique  needs  of group members, r e c o g n i t i o n  of th e  im portance of th e  
q u a l i t y  o f  w orkers  to  f i rm  s u c c e s s ,  r e c o g n i t i o n ,  and prompt r e s o l u t i o n ,  
o f  w o rk e r - f i rm  c o n f l i c t s ,  i n t e l l i g e n t  m o b i l i z a t io n  o f  f i rm  power, 
r e c o g n i t i o n  o f  the  e f f e c t s  on th e  f i rm  o f  l e a d e r s ,  and t o t a l  f i rm  
en v iro n m en ta l  a d a p t a t i o n .  G u lic k  and Urwick—b u t n o t  A r g y r i s - -  
advoca ted  c o o r d in a t io n ,  d i r e c t i o n ,  r e p o r t i n g ,  and b u d g e t in g ,  p r e c i s e  
c h a r t i n g  of f i rm  r e l a t i o n s h i p s ,  and d e l e g a t i o n  o f  r e s p o n s i b i l i t i e s .
Byar fav o red  and advoca ted  com m unications e f f i c i e n c y ,  
s ta te m e n ts  o f  f i rm  g o a ls  o r  o b j e c t i v e s ,  l e a d e r  knowledge of group 
dynam ics, f i rm  fo rm a l - in fo rm a l  group co n g ru en ce ,  use o f  v a r i e d  
m o t iv a t o r s ,  w o rk e r - f i rm  needs  harmony, r e c o g n i t i o n  o f  the  e f f e c t s  of 
f i rm  atm ospheres  on g o a l s ,  c r e a t i o n  o f  w o rk e r -c e n te re d  work s e t t i n g s ,  
p r o v i s io n  f o r  un ique needs  o f  group members, work env ironm ents  
conducive  to  w o rk e rs '  s e l f - a c t u a l i z a t i o n  re q u i re m e n ts ,  r e c o g n i t i o n  of 
th e  im portance o f  th e  q u a l i t y  o f  w orkers  to  f i rm  s u c c e s s ,  r e c o g n i t i o n
t h a t  f i rm  r o l e s  com prise  the  o r g a n iz a t i o n ,  open s o c i a l  systems 
a p p ro a c h e s ,  work s e t t i n g s  fo r  m e e tin g  w o rk e rs '  t o t a l  human n eed s ,  
system  m ain tenance  and s t a b i l i t y ,  c o r r e c t  m atch o f  w orkers  and work, 
human r e l a t i o n s  t r a i n i n g  f o r  a d m i n i s t r a t o r s ,  s y n e r g i s t i c  work a r e a s ,  
and r e c o g n i t i o n  of the  e f f e c t s  on th e  f i r m  o f  l e a d e r s .
Mort promoted work env ironm ents  conducive  to  w o rk e rs '  s e l f -  
a c t u a l i z a t i o n  n e e d s .  He a l s o  ad v o ca ted  use  o f  th e o ry  by a d m i n i s t r a t o r s ,  
prom pt, s u i t a b l e  a d o p t io n  o f  in n o v a t io n s ,  and r e c o g n i t i o n  o f  the  e f f e c t s  
on f irm s  o f  l e a d e r s .
T a l c o t t  Parsons  C rea ted  and r e f in e d  adm in is­
t r a t i v e  systems th e o ry .  
I d e n t i f i e d  th r e e  systems 
l e v e l s - - t h e  t e c h n i c a l ,  
m a n a g e r ia l ,  and 
i n s t i t u t i o n a l .
John K. Hemphill Q u a l i f i e d  groups on b a s i s  of
o b se rv ab le  d a t a .  S tu d ied  
group cohes ion  and worker 
s a t i s f a c t i o n  as  in f lu e n c e s  
on p ro d u c t io n .
L uther G u lick  and
L vndall  Urwick
H e rb e r t A. Simon
C h es te r Barnard
Blended c e r t a i n  C l a s s i c a l  or 
S c i e n t i f i c  Management id e a s .  
S t r e s s e d  im portance o f  g roup ing  
f i rm  p a r t s  acc o rd in g  to  t h e i r  
fu n c t io n s .
Advocate of w ise use of 
a u t h o r i t y  as  a req u ire m en t 
of sound a d m in i s t r a t io n .
Wrote The F u n c t io n s  o f  The 
E xecu tive  in  1938. A n t ic ip a te d  
much P o s t -1 9 5 0 's  a d m in i s t r a t iv e  
th e o ry .
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Andrew W. H alp in  
P au l R. Mort
Abraham Maslow
F re d e r ic k  Herzberg
Jacob G e tz e ls  and 
Egon Guba
A m ita i E tz io n i
S tu d ie d  o r g a n iz a t i o n a l  
" p e r s o n a l i t i e s "  and "open" 
and " c lo sed "  f irm  c l im a te s .
Advocate of e d u c a t io n a l  
change in  the  U nited  S t a t e s .  
S a id  la c k  o f  f in a n c in g  was 
the  c h i e f  o b s ta c l e  to  
in n o v a t io n  and change .
Developed human needs 
arrangem ent encompassing 
human needs from b a s ic  
to  complex and a b s t r a c t .
F a th e r  o f  m o t iv a t io n -  
hygiene th e o ry  of job 
s a t i s f a c t i o n  s im i l a r  to  
M aslow's h ie ra r c h y .
A uthors of s o c i a l  systems 
theory  model to  e x p la in  f i rm  
and worker i n t e r a c t i o n s .
Developed a com pliance 
or power s t r a t e g y  as a 
method o f  a d m in is te r in g  
f i r m s .
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Douglas M. McGregor
C h ris  A rgy ris
D an ie l  G r i f f i t h s
T. Madison Byar
R obert G. Owens
C re a to r  o f  T heo rie s  
X and Y as  ex p la n a ­
t i o n s  fo r  worker 
b e h a v io r s .
S e t  f o r t h  fo u r  ad m in is ­
t r a t i v e  emphases: Task,
Chain o f  Command, Unity  
o f  D i r e c t io n ,  and Span 
of C o n tro l .
S a id  t h a t  th e o ry  was l i t t l e  
used or u n d e rs to o d .  Q u a l i f i e d  
"open" and "c lo se d "  s o c i a l  
sy s tem s .
C re a to r  of t r i p a r t i t e  power 
th e o ry  a s  an e x p la n a t io n  fo r  
i n s t i t u t i o n a l  development and 
c o n t r o l .
Advocate o f  an i n t e r d i s c i p l i n a r y  
approach to  a d m in i s t r a t io n  and 
the  improvement of c o l le g e  and 
u n i v e r s i t y  a d m in i s t r a t io n  
c u r r i c u l a .
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P ro v is io n  f o r  unique needs o f  group 
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Work env ironm ents  conducive to  
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R e c o g n it io n  o f  im portance of th e  
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C o rre c t  match of w orkers  and work X X X X X X X X
Human r e l a t i o n s  t r a i n i n g  f o r  
a d m in i s t r a to r s X X X X X X X X X
R eco g n i t io n  and prompt r e s o l u t i o n  
o f  w o rk e r - f i rm  c o n f l i c t s X X
R a t i o n a l i t y  in  f i rm  c o n s t r u c t X X X X X
L eadersh ip  detachm ent, c o n t ro l  span 
and c h a in  of command X X
Line and s t a f f X X
Care in  f irm  c o n s t r u c t io n  and 
o p e ra t io n X X X X
C o o rd in a t io n ,  d i r e c t i o n ,  r e p o r t i n g  
and budge ting X
S y n e r g i s t i c  work s e t t i n g s X
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making X X X
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power X X X
Use o f  th eo ry  by a d m in i s t r a to r s X X X X
Prompt, s u i t a b l e  ad o p t io n  of 
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R eco g n i t io n  o f  e f f e c t s  on f i rm s  of 
l e a d e r s X X X X X X X X X X X X X
T o ta l  f i rm  env ironm en ta l  a d a p ta t io n X X
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Chapter 6
COMPARISONS AND CONTRASTS OF 
ADMINISTRATIVE THEORIES
The means, used  by m anagers prom oting i n d u s t r i a l  e f f i c i e n c y  and 
concern  f o r  p ro d u c t  o r  s e r v ic e  were i d e n t i f i e d  and d e s c r ib e d  in  
C hapter  6 .
The second p a r t  o f  the  c h a p te r  was an ex am in a t io n  o f  concern  f o r  
p e rso n s  and some ways t h a t  c e r t a i n  t h e o r i s t s  of d i f f e r e n t  e r a s  e x p re s sed  
concern  f o r  w o rk e rs '  human n e e d s .
F i n a l l y ,  an e f f o r t  was made to  lend  s tudy  co h es io n  and u n i ty  
th rough  i d e n t i f y i n g  and a n a ly z in g  c e r t a i n  l i k e n e s s e s  and d i f f e r e n c e s  
in  some of the  m ajor t h e o r i e s  of d i f f e r e n t  e r a s .
SCIENTIFIC MANAGEMENT ERA
Concern f o r  E f f i c i e n c y
T h e o r i s t s '  in  th e  S c i e n t i f i c  Management e r a  main concern  was the 
d is c o v e ry  of ways to  in c r e a s e  i n d u s t r i a l  e f f i c i e n c y  o r  o u tp u t .  F r e d e r ic k  
W. T a y lo r ,  H enri F a y o l ,  and Max Weber sea rc h e d  f o r  e f f i c i e n c y  p r e c e p ts  
c o n s i s t e n t  w i th  the  s c i e n t i f i c  method.
F r e d e r i c k  W. T ay lo r  b e l i e v e d  the  r e f in e m e n t  o f  b o th  management 
and w o rk e rs '  t a s k s  would le a d  to  improved e f f i c i e n c y . ^  An a r t  was made
Jacob  W. G e tz e l s ,  James M. Lipham, and Roald  F .  Campbell, 
E d u c a t io n a l  A d m in is t r a t io n  As A S o c ia l  P ro cess  (New York: H arper and
B r o th e r s ,  I n c . ,  1968), p .  23.
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o f  t a s k  s p e c i a l i z a t i o n  and la b o r  d i v i s i o n  w h ile  b o th  were a p p l i e d  to
2f a c t o r y  p r o d u c t io n .  He was f i r s t  to  s y s t e m a t i c a l l y  s tudy  f a c t o r y
3
p r o d u c t i v i t y  to  dem o n stra te  t h a t  i t  c o u ld  be s c i e n t i f i c a l l y  managed. 
E x h a u s t iv e  time and m otion s t u d i e s  in  s t e e l  m i l l s  le d  to  in c re a s e d  
e f f i c i e n c y  of b o th  managers and w o rk e rs .^  T a y lo r ,  who was su re  human 
perform ance v a r ia n c e s  cou ld  be s c i e n t i f i c a l l y  a n a l y z e d , u l t i m a t e l y  
conducted  d e t a i l e d  s tu d i e s  of each f a c e t  o f  the  p ro d u c t iv e  p ro c e s s .
The c o rn e r s to n e  of T a y l o r ' s  system  was (1) d is c o v e ry  of the 
most e f f i c i e n t  means o f  t a s k  perform ance and ( 2) c r e a t i o n  o f  an 
improved la b o r  d i v i s i o n  between w orkers  and m anagers .^  Tasks r e q u i r i n g  
h ig h  l e v e l s  o f  p r o f i c i e n c y  were c r e a te d  t o  s ta n d a r d i z e  management.
The c o n t r o l  of work c o n d i t io n s  and h ig h  t e c h n i c a l  t r a i n i n g  by management
O
f o r  a l l  f i rm  members c h a r a c t e r i z e d  maximum e f f i c i e n c y .
T ay lo r  f i r s t  reduced  each  job  to  a s c ie n c e  in  a n a ly z in g  a 
f a c t o r y .  E q u a l ly  im p o rtan t  was a c a r e f u l  a n a l y s i s  and re f in e m e n t  of 
m ach inery . There was one b e s t  way to  perfo rm  each  job  which cou ld
oW illiam  T. Greenwood, Management and O rg a n iz a t io n a l  B ehavior 
T h e o r ie s ;  An I n t e r d i s c i p l i n a r y  Approach ( C in c in n a t i ,  Ohio; South- 
W estern  P u b l i s h in g  Company, 1965), p .  5 .
^ G e tz e l s ,  Lipham, and Campbell, p .  25.
^W ill iam  M. Fox, " S c i e n t i f i c  Management: 'T a y lo r i s m '"  in  The
E ncyc loped ia  o f  Management, by C a r l  H eyel, ed . (New York: Van N ostrand
R einho ld  Company, 1973), p .  923.
“*Rensis L i k e r t ,  New P a t t e r n s  of Management (New York:
McGraw-Hill Book Company, 1961), p .  3.
^ G e tz e l s ,  Lipham, and Cam pbell, p .  23.
^ F r e d e r ic k  W. T a y lo r ,  The P r i n c i p l e s  o f  S c i e n t i f i c  Management 
(New York: H arper and B r o th e r s ,  I n c . ,  1911), p .  x i .
®Frank B a rk ley  Copley , F r e d e r i c k  W. T a y lo r  (New York: Augustus
M. K e l le y ,  I n c . ,  1923), I ,  p .  236.
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only  be d e te rm ined  by an e f f i c i e n c y  e x p e r t .  The second p a r t  o f  S c i e n t i f i c
Management--work s t a n d a r d i z a t io n - - w a s  in t ro d u c e d  a f t e r  com ple tion  of
th e  job  a n a ly s e s .  Too ls  and m otions  o f  p i l o t  a n a ly s e s  were in t ro d u c e d
f o r  a l l  s i m i l a r  jo b s .  The t h i r d  component o f  "T ay lo rism "  was the
e s ta b l i s h m e n t  o f  d e f i n i t e  d a i l y  jo b s  f o r  w orkers .  These t a s k s ,  which
c o n ta in e d  bonus p r o v i s io n s ,  were f ix e d  by p la n n in g  d ep a r tm e n ts .  The
f i n a l  p a r t  o f  h i s  p la n  was f u n c t i o n a l  fo rem an sh ip ,  a system  under
which w orkers  were ta u g h t  to  p ro p e r ly  co nce ive  and ex e c u te  t h e i r  
9
d u t i e s .
H enri Fayol p la c e d  most r e s p o n s i b i l i t y  f o r  o r g a n iz a t i o n a l
e f f i c i e n c y  on top m anagers . F ayo l and T ay lo r  t r i e d  to  fo rm u la te
a d m in i s t r a t i v e  p r i n c i p l e s  based  on th e  s c i e n t i f i c  method; F ay o l,
however, d i f f e r e d  w ith  T ay lo r  because  he (F ay o l)  s ea rch ed  f o r  u n iv e r s a l
management insights. '* '®  Some o f  h i s  co n ce p ts  e v e n t u a l l y  were a p a r t  o f
f u n c t io n a l i s m ,  t h e . b e l i e f  t h a t  u se  o f  an o b je c t  d i c t a t e d  i t s  sh ap e . 11
O r g a n iz a t io n a l  e f f i c i e n c y  was c o n s id e re d  u n a t t a i n a b l e  w i th o u t  e x p e r t l y -
12t r a i n e d  to p  m anagers.
Fayo l p e rc e iv e d  th e  e f f i c i e n t  a d m in i s t r a t o r  as  p r im a r i ly
13re s p o n s ib le  f o r  o v e r a l l  f i r m  p la n n in g ,  o r g a n iz in g ,  and c o n t r o l l i n g .
^Raymond E, C a l la h a n ,  E d u ca tio n  and The C u l t  o f  E f f ic ie n c y  
(Chicago and London: The U n iv e r s i t y  o f  Chicago P r e s s ,  1962), pp. 30-32 .
^ G e t z e l s ,  Lipham, and Campbell, p . 26.
11Claude S. George, J r . ,  The H is to ry  o f  Management Thought 
(Englewood C l i f f s ,  New J e r s e y :  P re n t i c e -H a 11, I n c . ,  1968), p .  106.
1^Henri F a y o l ,  G enera l and I n d u s t r i a l  Management (London:
S i r  I s a a c  Pitman and Sons, I n c . ,  1949), p . 17T.
1% a y o l ,  C hap ter  5.
Fayo l and T ay lo r  adhered  to  command u n i t y ,  c o r r e c t  a u t h o r i t y  d e l e g a t i o n ,
v a r i e d  work i n c e n t i v e s ,  and a t t e n t i o n  to  w o rk e rs '  m ora le .  F a y o l ,  who
was more f l e x i b l e  in  h i s  m a n ag e r ia l  approach  than  T a y lo r ,  b e l ie v e d
14
f irm  e f f i c i e n c y  in c lu d e d  s i t u a t i o n a l  approaches  to  management.
Fayo l and T ay lo r  b e l ie v e d  t h a t  i n d u s t r i a l  p ro d u c t io n  was a
f e r t i l e  a r e a  fo r  s c i e n t i f i c  i n v e s t i g a t i o n .  They c o n c e n t r a te d  p r im a r i ly
on f a c to r y  p ro d u c t iv e  and a d m in i s t r a t i v e  p ro c e s se s  as  e f f i c i e n c y
1 5m easures w h ile  l a r g e ly  ig n o r in g  w orkers  as  humans.
Max Weber con tended  t h a t  bu reau c racy  was th e  most e f f i c i e n t
o r g a n i z a t i o n a l  form in  th e  w orld  because  of i t s  t e c h n i c a l  e x c e l le n c e .
P ro d u c t iv e  e f f i c i e n c y  was g u a ra n te e d  by i t s  e x c e l l e n t  c o n s t r u c t . ^
1 7The p r e c i s e  r a t i o n a l i t y ,  l o g i c ,  and f a i r n e s s ,  w r i t t e n  
d e s c r i p t i o n s  of th e  r e s p o n s i b i l i t y  of members, and job  arrangem ent 
h ie r a r c h y  o f  b u reau c ra cy  were f u r t h e r  g u a ra n to r s  of e f f i c i e n t  o p e r a t io n .  
Job ass ig n m en ts  were made only  a f t e r  e x h a u s t iv e ,  s c i e n t i f i c a l l y - b a s e d  
and a d m in is te re d  a p t i t u d e  t e s t i n g ; ^  and b u r e a u c ra t i c  appo in tm ent was
^ R o b e r t  G. Owens, O rg a n iz a t io n a l  Behavior in  S chools  (Englewood 
C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1970), pp. 6 -7 .
^ R o a ld  F. Cam pbell, John E. C o rb a l ly ,  J r . ,  and John A.
Ramseyer, I n t r o d u c t io n  to  E d u c a t io n a l  A d m in is t r a t io n  (B oston , 
M a s sa c h u s e t ts :  A llyn  and Bacon, I n c . ,  1966), p .  70.
■^H. H. G erth  and C. W right M i l l s ,  From Max Weber: E ssays  in
S oc io logy  (New York: Oxford U n iv e r s i ty  P r e s s ,  1946), p . 214.
■^Joseph W. McGuire, T h e o r ie s  o f  B us iness  Behavior (Englewood 
C l i f f s ,  New J e r s e y :  P r e n t i c e - H a l l ,  I n c . ,  1967), p . 29.
l® Ernest D a le ,  Management: Theory and P r a c t i c e  (New York:
McGraw-Hill Book Company, 1973), p. 158.
^ A m i ta i  E t z i o n i ,  Complex O rg a n iz a t io n s  (New York: H o l t ,
R in e h a r t ,  and W inston, I n c . ,  1964), p .  4-9.
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20a l i f e t i m e  v o c a t io n .  C o r r e c t ,  s c i e n t i f i c a l l y  de term ined  la b o r
21d i v i s i o n  and t a s k  s p e c i a l i z a t i o n  and g u a ra n te e d  worker p rom otions  a s
22rew ards  f o r  s u p e r io r  perfo rm ances a l s o  c h a r a c t e r i z e d  e f f i c i e n c y .
T a y lo r ,  F a y o l ,  and W eber 's  e f f i c i e n c y  m easures c o n t r a s t e d  
sh a rp ly  w i th  th o se  o f  Human R e l a t i o n s .  S c i e n t i f i c  Managers c o n c e n t r a te d  
on a d m in i s t r a t i v e  p ro c e s s e s  and worker perfo rm ances  w hereas Human 
R e la t io n s  th in k e r s  an a ly zed  work env ironm ents  and w o rk e rs '  n e e d s .
Human R e la t i o n s  t h e o r i s t s  t r i e d  to  de te rm ine  th e  e f f e c t s  on e f f i c i e n c y  
o f  w o rk e rs '  f e e l i n g s  and a t t i t u d e s .
HUMAN RELATIONS ERA
Concern fo r  E f f i c i e n c y
Whereas S c i e n t i f i c  Managers em phasized the  m e c h a n is t i c  a s p e c t s  of 
e f f i c i e n c y ,  Human R e la t io n s  t h e o r i s t s  c r e a te d  w o rk e r -o r ie n te d  o r g a n iz a ­
t i o n a l  env ironm ents  and g e n e r a l ly  a g re e a b le  c o n d i t io n s  o f  work. Human 
R e la t io n s  managers f e l t  t h a t  e f f i c i e n c y  was enhanced when w orkers  were 
t r e a t e d  a s  humans and were m e a n in g fu l ly  in v o lv ed  in  f i rm  d ec is io n m ak in g .  
Mary P a rk e r  F o l l e t t  and E l to n  Mayo p io n e e re d  e a r l y  Human R e la t io n s  e f f o r t s .
Mary P a rk e r  F o l l e t t  though t t h a t  w orkers  who were s a t i s f i e d  
w i th  t h e i r  jo b s  were g e n e r a l ly  e f f i c i e n t  and p ro d u c t iv e .  She re c o g n iz e d  
th e  c o m p le x i t ie s  of human m o t iv a t io n  and c a l l e d  f o r  r e s e a r c h  i n t o  i t .  
A d m in is t r a to r s  were th e  key f i g u r e s  i n  d e te rm in in g  o r g a n iz a t i o n a l
20W illiam  F o o te  Whyte, O r g a n iz a t io n a l  B eh av io r ,  Theory and 
A p p l ic a t io n  (Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,  and The
Dorsey P r e s s ,  1969), p .  6 .
^ W h y te ,  p .  6 .
^Owens, p. 8.
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atm osphere and e f f i c i e n c y . ^3 The needs of workers and the f irm
w ere met i f  w orkers  were m e an in g fu l ly  i n t e g r a t e d  in to  the  t o t a l  work 
o /
s e t t i n g .  F o l l e t t  r e g a rd e d  t o t a l  p r o j e c t  c o o rd in a t io n  as  v i t a l  to  
p ro d u c t iv e  e f f i c i e n c y .  The harmonious arrangem ent of the  components of 
e f f i c i e n c y  in v o lv ed  d i r e c t  c o n t a c t  w ith  those  invo lved  and h o r i z o n t a l
O C
c o n t r o l  th ro u g h o u t d ep a r tm en ts .
F r i t z  R o e th l i s b e r g e r  and W illiam  D ickson c l a r i f i e d  the  
Hawthorne P la n t  S tu d ie s  o f  E l to n  Mayo. They a t te m p te d ,  in  the  book 
Management and The Worker, ^  to  e x p la in  and a c c u r a t e l y  a p p ra i s e  Mayo's 
r e s e a r c h .
R o e th l i s b e r g e r  and D ickson w ro te  t h a t  o r g a n iz a t i o n a l  e f f i c i e n c y  
was r a i s e d  by t r a i n i n g  a d m i n i s t r a t o r s  in  Human R e la t io n s  s k i l l s  and by 
a d m in i s t r a t i v e  use of a p p r o p r ia t e  Human R e la t io n s  b e l i e f s .  A d m in is t ra ­
t i v e  e x p e r t i s e  in  d ia g n o s i s  o f  w o rk e r s '  Human R e la t io n s  and a t t e n t i o n
27to  the  improvement o f  work c o n d i t io n s  were q u a l i t i e s  of e f f i c i e n c y .
The most e f f i c i e n t  f i rm s  were th o se  i n  which a d m in i s t r a t o r s  ta u g h t  Human 
R e la t io n s  s k i l l s  to  a l l  s u p e rv is o ry  p e r s o n n e l .  Continuous o b s e rv a t io n s
23cam pbell ,  C o rb a l ly ,  and Ramseyer, p .  60.
^ E l i o t  D. Chappie and Leonard D. S a y le s ,  The Measure o f  
Management (New York: The M acmillan Company, 1961), p .  210.
^ G e t z e l s ,  Lipham, and Cam pbell, E d u c a t io n a l  A d m in is t r a t io n  
As A S o c ia l  P r o c e s s , p .  132.
^ F r i t z  J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson , Management 
and The Worker (Cambridge, M a ssa c h u se t ts :  H arvard  U n iv e r s i t y  P r e s s ,
1939).
2 7 Roethlisberger and Dickson, p. 604.
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of  w o rk e rs '  o r g a n i z a t i o n a l  c o n d u c t- -a n d  a c o r re sp o n d in g  re f in e m e n t  of
28Human R e la t i o n s  s k i l l s - - i n s u r e d  o p e r a t io n a l  e f f i c i e n c y .
The Iowa C h ild  W elfare  S t a t i o n  Study r e s e a r c h e r s  g r e a t l y
in f lu e n c e d  the  d i r e c t i o n  of Human R e l a t i o n s .  L ea d e rsh ip  s t y l e  was
i d e n t i f i e d  a s  a s t r o n g  p o r t i o n  o f  group m orale  and f i rm  e f f i c i e n c y .
Some Iowa Study e f f i c i e n c y  im p l i c a t io n s  f o r  o r g a n iz a t i o n s  w ere: (1)
d em ocra tic  l e a d e r s h ip  was p r e f e r r e d  because  i t  u t i l i z e d  Human R e la t io n s
i n s i g h t s ;  ( 2 ) employee problem s u s u a l ly  in v o lv ed  more th an  j u s t  the
q u e s t io n  a t  hand; and (3 )  th e  m ajor d u t i e s  of a d m in i s t r a t i v e  l e a d e r s  were
to  f a c i l i t a t e  com munications w i th in  the  o r g a n iz a t i o n  and to  m e a n in g fu l ly
in v o lv e  a l l  f i rm  members in  d e c i s io n s  a f f e c t i n g  them. A ccording to
the  Iowa C h ild  W elfare  S t a t i o n  Study r e s e a r c h e r s ,  o r g a n i z a t i o n a l  e f f i -
29c ie n c y  was b e s t  g a in ed  by e n l ig h t e n e d ,  d em o cra tic  l e a d e r s h ip .
The Harwood M anufac tu r ing  P la n t  r e s e a r c h  to o k  p la c e  p a r t l y
30because  o f  the  in f lu e n c e  of K urt Lewin. He developed  an o r g a n iz a ­
t i o n a l  b e h a v io r  th e o ry  which used  a group dynamics app roach .
Lewin thought th e  g r e a t e s t  in f lu e n c e s  on human o r g a n iz a t i o n a l  
conduct were c h a r a c t e r i s t i c s  o f  g roups  and w orkers  and s o c i a l  o r  
c u l t u r a l  b e h a v io ra l  s ta n d a r d s .  S o c ia l  norms and human q u a l i t i e s  
c o n s t i t u t e d  the  s e t t i n g  f o r  o r g a n iz a t i o n a l  b e h a v io r .  A d m in is t r a to r s  
promoted f i rm  change by g a in in g  group and c u l t u r a l  s u p p o r t ,  o r  they
O Q
R o e th l i s b e r g e r  and D ickson ,  p .  604.
^ G e t z e l s ,  Lipham, and Cam pbell, p .  39.
^®L. Coch and J .  R. F re n c h ,  J r . ,  "Overcoming R e s is ta n c e  to  
Change" in  R eadings i n  S o c ia l  P sycho logy , by G. E. Swanson, T. M. 
Newcomb, and E. L. H a r t l e y ,  e d s .  (New York: H o l t ,  R in e h a r t ,  and
W inston, I n c . ,  1952), pp . 474-90 .
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01would f a i l .  A s tu te  a d m i n i s t r a t o r s  promoted e f f i c i e n t  change by
d is c o v e r in g  ways to  reduce  o r  n e u t r a l i z e  th e  f a c t o r s  which impeded 
32i t .  Lewin p e rc e iv e d  c a r e f u l  group and s o c i a l  m a n ip u la t io n s  a s  the 
key f a c t o r s  in  o r g a n i z a t i o n a l  e f f i c i e n c y .
E l to n  Mayo, d i r e c t o r  o f  the  Hawthorne P la n t  r e s e a r c h ,  observed  
th a t  e f f i c i e n c y  was promoted when w orkers  f e l t  im p o r ta n t  and e s s e n t i a l  
to  the  job  a t  h a n d . 33 E f f i c i e n c y  was f u r t h e r  enhanced when w orkers
<3 /
i d e n t i f i e d  t h e i r  i n t e r e s t s  w ith  those  of management. N o t ic e a b le
e f f i c i e n c y  g a in s  to o k  p la c e  whenever w orkers  e x p e r ie n c e d  a sense  of
35be lo n g in g  and group c o h e s iv e n e s s .  Worker a t t i t u d e s  and the  complex­
i t i e s  o f  human m o t iv a t io n  were i d e n t i f i e d  a s  e f f i c i e n c y  c o n s id e r a t i o n s .  
F i n a l l y ,  Mayo showed t h a t  a d m in i s t r a t o r s  lacked  p r a c t i c a l  knowledge 
of work group dynamics and t h e i r  r e l a t i o n s h i p  to  e f f i c i e n t  o p e r a t i o n . 3^ 
Human R e la t io n s  r e s e a r c h e r s  e x e r t e d  a g r e a t e r  in f lu e n c e  on 
s t r u c t u r a l i s t  a d m in i s t r a t i o n  th an  d id  th o se  o f  S c i e n t i f i c  Management. 
C u rre n t  s t r u c t u r a l i s t  a d m in i s t r a t i o n  in c lu d e d  p r o v i s io n  f o r  w o rk e rs '
330wens, p .  87.
3^Roald F . Campbell and R u s s e l l  T. Gregg, e d s . ,  A d m in i s t r a t iv e  
B ehav ior in  E d u ca tio n  (New York: H arper and B r o th e r s ,  I n c . ,  1957), p .  109.
^ C a m p b e l l ,  C o rb a l ly ,  and Ramseyer, p . 72.
34D a le ,  p .  139.
35F r i t z  J .  R o e th l i s b e r g e r  and W illiam  J .  D ickson ,  Management 
and The Worker (Cambridge, M a ssa c h u se t ts :  H arvard  U n iv e r s i t y  P r e s s ,
1939), c i t e d  by Jacob W. G e tz e l s ,  James M. Lipham, and Roald F .
Cam pbell, E d u c a t io n a l  A d m in i s t r a t io n  As A S o c ia l  P ro c e ss  (New York:
H arper and B r o th e r s ,  I n c . ,  1968), p .  35.
3^W illiam  J .  D ickson , The E ncyc loped ia  of Management, e d . ,
C a r l  Heyel (New York: Van N ostrand  R e inho ld  Company, 1973), p .  301.
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f e e l i n g s  and the  c a r e f u l  s t r u c t u r i n g  o f  work env iro n m en ts .  Businessman 
C h es te r  B a rn a rd 's  a d m in i s t r a t i v e  o b s e rv a t io n s  were the  fo u n d a t io n  fo r  
much modern th e o ry .
POST-1950'S ERA
Concern f o r  E f f i c i e n c y
Many a d m in i s t r a t i v e  t h e o r i s t s  of the  c u r r e n t  e r a  c o n s id e re d  
o r g a n iz a t i o n a l  e f f i c i e n c y  secondary  to  s a t i s f a c t i o n  of w o rk e rs '  d e s i r e s  
and the  e s ta b l i s h m e n t  of w o rk e r -o r ie n te d  work s e t t i n g s .  O rg a n iz a t io n a l  
e f f i c i e n c y  was a n a t u r a l  ou tgrow th  o f  the  m eeting  of w o rk e rs '  b a s ic  and 
h ig h e r  human n e e d s .  Some o f  th e  a d m in i s t r a t i v e  i n t e r e s t s  of C h es te r  
B a rn a rd - -e x p lo re d  in  th e  b e h a v io r a l  e ra - -w e re  l e a d e r s h ip  q u a l i t i e s ,  
m o t iv a t io n ,  o r g a n iz a t i o n a l  s o c i a l  systems and s t r u c t u r e s ,  and f irm  
com m unica tions .
B arnard  i d e n t i f i e d  e x e c u t iv e s  or a d m i n i s t r a t o r s  as  the  p r i n c i p a l
d e te rm in e rs  of f i rm  e f f i c i e n c y .  The e x e c u t iv e  or l e a d e r s h ip  fu n c t io n
was the  main r e s p o n s i b i l i t y  and component of a d m in i s t r a t i o n .  E f f i c i e n t
le a d e r s  were ex p e c te d  to  ( 1) develop  and c o n t in u e  e x c e l l e n t  f irm
com m unications, (2) c o o rd in a te  th e  t o t a l  e n t e r p r i s e ,  and (3) fo rm u la te
and c l a r i f y  f i rm  g o a l s .  F irm  e f f i c i e n c y  was c o n s id e re d  im p o ss ib le
37w ith o u t  q u a l i f i e d  l e a d e r s .
E f f i c i e n c y  in c lu d e d  a d m in i s t r a t i v e  com prehension of o rg a n iz a ­
t i o n a l  s t a t u s  system s and the  f o r c e s  in f lu e n c in g  them. S t a t u s  system s 
were a f f e c t e d  by c h a r a c t e r i s t i c s  of jo b s ,  w o rk e rs '  d e s i r e s  f o r  jo b s  
to  g a in  s o c i a l  l e v e ra g e ,  and w o rk e rs '  n a t u r a l  w ish  to  be needed and
0 7
George, The H is to ry  o f  Management T hought, p .  133.
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n e c e s s a ry  to  the  o p e r a t io n .  A d m in is t r a t iv e  u n d e rs ta n d in g  o f  the
workings of form al o r g a n iz a t i o n s  and t h e i r  in fo rm a l  subgroups encouraged
e f f i c i e n c y .  Competent a d m in i s t r a t o r s  employed l e g i t i m a te  means to  b r in g
c o in c id e n c e  of the  fo rm al and the  in fo rm al o r g a n iz a t i o n s .  E f f ic ie n c y  was
c h a r a c t e r i z e d  by aw areness of the  need  f o r  a c o n s ta n t  c r e a t i v e  e q u i l ib r iu m
39between the  i n t e r e s t s  o f  w orkers  and those  o f  the  f i rm .
E f f e c t i v e ,  p r o g r e s s iv e  m o t iv a t io n  invo lved  much more than  j u s t
the  hope of m a t e r i a l  rew ard .  A f te r  the s a t i s f a c t i o n  o f  fundam enta l,
b a s ic  human n eed s ,  s e l f - a c t u a l i z a t i o n  d r i v e s - - d e s i r e  f o r  power, p r id e
in  work, d e s i r a b l e  work co n d i t io n s - -b e c a m e  s i g n i f i c a n t  work m o t iv a to r s .
E n l ig h te n e d  a d m in i s t r a t i o n  In c lu d e d  co n t in u o u s  re f in e m e n t  o f  means
40of  m o t iv a t io n ,  as  w e l l  a s  i t s  ju d i c io u s  use  i n  work s e t t i n g s .
F i n a l l y ,  B arnard  i d e n t i f i e d  l e a d e r s h ip  q u a l i t y  and c a re  in  le a d e r
s e l e c t i o n  as  p rim ary  r e q u ire m e n ts  of e f f i c i e n c y . ^
H e rb e r t  A. Simon based  much of h i s  a d m in i s t r a t i v e  th e o ry  on the
/ o
i n s i g h t s  of B arnard . He w ro te  the  book, A d m in is t r a t iv e  B e h a v io r , 
to  f o s t e r  among a d m in i s t r a t o r s  a more com plete  com prehension of 
o r g a n iz a t i o n a l  b e h a v io rs .
38C h e s te r  I .  B arn a rd ,  " F u n c t io n s  and P a tho logy  o f  S ta tu s  
Systems in  Formal O r g a n iz a t io n s , "  B o b b s -M e rr i l l  R e p r in t  S e r i e s  in  
the S o c ia l  S c ie n c e s ,  n . d . ,  p . 53.
OQ
^ C h es te r  I .  B arnard ,  The F u n c t io n s  o f  The E xecu tive  
(Cambridge, M a ssa c h u s e t ts :  H arvard  U n iv e r s i t y  P r e s s ,  1938), p. 122.
^ B a r n a r d ,  The F u n c t io n s  of The E x e c u t iv e , pp . 148-49.
^ D a l e ,  Management: Theory and P r a c t i c e , p . 179.
^ H e r b e r t  A. Simon, A d m in is t r a t iv e  B ehav ior  (New York:
The M acmillan Company, 1945).
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A d m in is t r a to r s  shou ld  u n d e r s ta n d ,  and s u i t a b ly  a d j u s t  t o ,  
o r g a n i z a t i o n a l  c o m p le x i t ie s  as  e f f i c i e n c y  m easu re s .  Chances f o r  
p ro d u c t iv e  o p e ra t io n s  grew when a d m in i s t r a t o r s  c o r r e c t l y  a s s e s se d  
th e  e f f e c t s  on f i rm  g o a ls  of v a r io u s  o r g a n i z a t i o n a l  s t y l e s  and 
p a t t e r n s . ^  Competent a d m in i s t r a t o r s  b ro u g h t  a re a s o n a b le  c o r r e ­
spondence between the  concerns  of w orkers  and m a n a g e r s .^
The more s u c c e s s f u l  f i r m s '  l e a d e r s  o f f e r e d  s u f f i c i e n t  i n c e n t iv e s  
o r  inducements to  g a in  and h o ld  p ro d u c t iv e  w o rk e rs .  Simon hoped t h a t  
e f f i c i e n t  a d m i n i s t r a t o r s ,  who cou ld  n o t  always d i s c e r n  c o r r e c t  c h o ic e s ,  
would c o n s i s t e n t l y  make d e c i s io n s  of eq u a l  b e n e f i t  to  w orkers  and the 
f  i r m .^
The dynamics o f  o r g a n iz a t i o n a l  conduc t and e f f i c i e n c y - - a  major
i
concern  o f  Barnard  and Simon--were a s p e c i a l  i n t e r e s t  of T a l c o t t  
P a r s o n s ,  who c r e a t e d  a g e n e ra l  th e o ry  f o r  a n a ly z in g  f i rm  s o c i a l  
s y s t e m s . ^  A ccording to  P a r s o n s '  a l l  e f f i c i e n t ,  p ro g re s s iv e  
a d m i n i s t r a t o r s :  ( 1) ad ap ted  to  the en v iro n m en t,  ( 2 ) s e t  g o a ls  and
t h e i r  means of a t t a in m e n t ,  (3) c o o rd in a te d  th e  t o t a l  e n t e r p r i s e ,  
and (4 ) c r e a te d  and c o n t in u e d  system  p a t t e r n  m a in tenance .^^
^ S im o n .
^ H e r b e r t  A. Simon, "A Comparison of O rg a n iz a t io n a l  T h e o r i e s , "  
Review o f  Economic S t u d i e s , XX, No. 1 (1 9 7 2 -7 3 ) .
^ S im o n ,  "a Comparison of O r g a n iz a t io n a l  T h e o r ie s ,"  Review 
o f  Economic S t u d i e s .
^A n d rew  W. H a lp in ,  e d . ,  A d m in is t r a t iv e  Theory in  E duca tion  
(C hicago : The U n iv e r s i t y  o f  Chicago P r e s s ,  1958), p . 156.
^ T a l c o t t  P a r s o n s ,  Working P ap ers  i n  The Theory of A ction  
(G lencoe ,  I l l i n o i s :  The F ree  P r e s s ,  1953).
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W orkers ' job  s a t i s f a c t i o n s  were the  b e s t  g u a ra n to r  o f  firrn
e f f i c i e n c y .  F ive  e lem en ts  in  job s a t i s f a c t i o n  were: s e l f - r e g a r d ,
48a p p r e c i a t i o n ,  freedom from w ant,  fu n ,  and a f f e c t i o n .
S e n s ib le  use of f i rm  power, o r g a n iz a t i o n a l  congruence w ith
th e  env ironm en t,  and c o n t in u an ce  o f  h ig h  w orker m o t iv a t io n  were c i t e d
49by P a rso n s  as  e f f i c i e n c y  te c h n iq u e s .
Jacob  G e tz e ls  and Egon G uba's  s o c i a l  system s th e o ry  resem bled  
P a r s o n s '  in  many r e s p e c t s .  G e tz e ls  and Guba m a in ta in e d  t h a t  the  most im­
p o r t a n t  d e te rm in a n t  o f  e f f i c i e n c y  was c o m p a t ib i l i t y  between the  w o rk e rs '  
needs and those  of th e  f i rm .  The c h i e f  du ty  o f  s u c c e s s f u l  a d m in i s t r a t o r s  
was c r e a t i n g  and c o n t in u in g  a needs c o n g ru i ty  between w orkers  and the
firm .^®  G e tz e ls  and Guba re g a rd e d  s u i t a b i l i t y  o f  w orkers  and r o l e s ,
f i rm  a tm osphere ,  a d m in i s t r a t i v e  e x p e r t i s e  in  Human R e la t i o n s  d ia g n o s t ic  
s k i l l s ,  and a d m in i s t r a t i v e  t r a i n i n g  in  psychology and so c io lo g y  as  
e f f i c i e n c y  c h a r a c t e r i s t i c s . ^
D a n ie l  E. G r i f f i t h s  d is c e rn e d  q u a l i t y  of o r g a n iz a t i o n a l  a tm os­
p h e re s  as  the  c h i e f  cause  o f  e f f i c i e n c y .  The e f f i c i e n t  n a tu re  o f  "open" 
work e n v i ro n m e n ts - -h ig h  in  d em o cra tic  q u a l i t i e s  and low in  a u t h o r i t a r ­
ian ism - - a ro s e  from th e  la rg e  amount and h igh  q u a l i t y  o f  worker in p u t  
i n t o  f i rm  d e c i s i o n s .  The main duty  o f  a d m in i s t r a t o r s  was th e  
e s ta b l i s h m e n t  and co n t in u a n c e  o f  "openness"  o f  c l im a t e —the  most
48D an ie l  E. G r i f f i t h s ,  Human R e la t i o n s  in  School A d m in is t r a t io n  
(New York: A p p le to n -C e n tu ry -C ro f ts ,  I n c . ,  1956), p . 36.
^ P a r s o n s ,  pp . 183-86.
-^C am pbell,  C o rb a l ly ,  and Ramseyer, I n t r o d u c t io n  to  E d u c a t io n a l  
A d m in i s t r a t i o n , p . 192.
"^Owens, Organizational Behavior in Schools, p. 30.
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c r u c i a l  p a r t  of f i rm  e f f i c i e n c y .  L o g ic a l ly ,  h ig h e r  s ta n d a rd s  were
C O
d e s i r a b l e  in  h i r i n g  a d m in i s t r a t o r s .  H a lp in  e x p re s s e d  aw areness ,
a s  d id  G r i f f i t h s ,  of the r o l e  o f  u s e f u l  th e o ry  in  a d m in i s t r a t i v e  
S3e f f i c i e n c y .
Daniel E. Griffiths regarded sound, practical theory as a
r e l i a b l e  gu ide  to  o r g a n iz a t i o n a l  e f f i c i e n c y .  He s a id  t h a t  i t s  use  in
organizations prevented much duplicated effort and wasted time. Two
re a s o n s  f o r  th e  n e g le c t  of th e o ry  by a d m in i s t r a t o r s  were ( 1) la c k  of
u n d e rs ta n d in g  o f  i t s  meaning and v a lu e  and ( 2 ) la c k  of com prehension
of  i t s  a r e a  o f  a u t h o r i t y . ^
The q u a l i t y  of o r g a n iz a t i o n a l  s o c i a l  c l im a te s  was im p o r tan t  to
f i rm  e f f i c i e n c y .  "Open" s o c i a l  system s were i d e n t i f i e d  by p a t t e r n
m ain tenance--"dynam ic  e q u i l ib r iu m " - -w h ic h  was conducive  to  c o r r e c t i o n  of
m is ta k e s  and im p re c is io n s  w h ile  f u r n i s h in g  p o s i t i v e  member feedback  to 
55a d m i n i s t r a t o r s .
E f f i c i e n t  a d m in i s t r a t o r s  c a l l e d  f o r  th e  c r e a t i o n  of e f f e c t i v e  
a d m in i s t r a t i v e  o r g a n iz a t io n s  and th e  c l e a r  s t a t i n g  o f  f i rm  g o a l s ,  
c o n c e p ts ,  and f u n c t i o n s .  O ther e f f i c i e n c y  needs  were an o r g a n iz a t i o n a l  
p la n  in  which jo b s  p e r t a in e d  d i r e c t l y  to  p o s i t i o n ,  job  d e s c r i p t i o n s .
.-^Owens, p. 158-90.
-^Andrew W. H a lp in ,  Theory and R esearch  in  A d m in is t r a t io n  
(New York: The Macmillan Company, 1966), p . 131.
■^Daniel E. G r i f f i t h s ,  "Toward A Theory o f  A d m in is t r a t iv e  
B ehav ior"  in  A d m in is t r a t iv e  Behavior in  E d u c a t io n , by Roald F . Campbell 
and R u s s e l l  T. Gregg, e d s .  (New York: H arper and B ro th e r s ,  I n c . ,
1957), p. 357.
^ D a n i e l  e . G r i f f i t h s ,  O rgan iz ing  S chools  f o r  E f f e c t iv e  
E d u ca t io n  ( D a n v i l l e ,  I l l i n o i s :  The I n t e r s t a t e  P r i n t e r s  and P u b l i s h e r s ,
1962), pp . 116-17.
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and the  s e t t i n g  of time l i m i t s  f o r  g o a l  a t t a i n m e n t . ^6 F i n a l l y ,
G r i f f i t h s  viewed com prehension o f  o r g a n iz a t i o n a l  dec is ionm ak ing  and
57c o n t r o l  o f  i t s  d i r e c t i o n  as  the  p i v o t a l  p o in t s  of e f f i c i e n c y .  Douglas
M. McGregor a l s o  s tu d ie d  o r g a n iz a t i o n s  and th e  b e h a v io rs  o f  t h e i r
occupan ts  as  a means o f  i n c r e a s in g  e f f i c i e n c y .
McGregor, in  g a in in g  e f f i c i e n c y ,  a l low ed  f o r  human v a r i a b i l i t i e s
and c o m p le x i t ie s  of human motivation.-*® In  The Human S ide  of 
59E n t e r p r i s e , he i d e n t i f i e d  fo u r  c r i t i c a l  e f f i c i e n c y  e lem en ts  in  the  
w e l l - a d m in i s t e r e d  f i rm :  ( 1) w orker a t t i t u d e s  o r  f e e l i n g s ,  ( 2 ) worker
needs  o r  d e s i r e s ,  (3) w orker u n iq u en ess  and i n d i v i d u a l i t y ,  and (4) 
l e a d e r  c h a r a c t e r i s t i c s .
E f f i c i e n t  a d m in i s t r a t i o n ,  p r im a r i ly  s i t u a t i o n a l  in  t h r u s t ,  
in c lu d e d  le a d e r  accommodation to  d i f f e r e n c e s  in  g roups and p e rs o n s .  
O bv ious ly ,  u s e f u l  l e a d e r s h ip  v a r i e d  from ca se  to  c a s e .  The q u a l i t y  of 
a d m i n i s t r a t i o n - - t h e  g o vern ing  e f f i c i e n c y  i n f l u e n c e - - r e s t e d  on l e a d e r s '  
a b i l i t y  to  s u c c e s s f u l ly  adap t to  chang ing  cond itions .® ®
One g o a l  of McGregor in  h i s  Theory X and Theory Y was in c re a s e d  
e f f i c i e n c y .  A ccording to  McGregor, in  Theory X, humans were i n h e r e n t ly
-*® G riffiths  in  A d m in i s t r a t iv e  B ehav ior  in  E d u c a t io n , by 
Campbell and Gregg, p .  357.
-^ D a n ie l  E. G r i f f i t h s ,  A d m in i s t r a t iv e  Theory (New York: 
A p p le to n -C e n tu ry -C ro f ts ,  I n c . ,  1959), p .  74.
-*®Chris A rg y r is ,  I n t e g r a t i n g  The I n d iv i d u a l  and The 
O rg a n iz a t io n  (New York: John Wiley and Sons, I n c . ,  1964), p .  123.
- * ^ H a r r y  R .  Knudson, Jr., Human Elements of Administration
(New York: Holt, Rinehart, and Winston, Inc., 1963), p. 182.
®®Knudson, pp. 182-83.
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l a z y ,  immature, and i r r e s p o n s i b l e .  Theory X a d h e re n ts  re g a rd e d  use of 
fo rc e d  com pliance and e x t e r n a l  c o n t r o l s  by management a s  n a t u r a l  and 
n e c e s s a r y .
McGregor in  Theory Y p i c t u r e d  humans a s  r e s p o n s i b l e ,  cap a b le  
o f  m ature  commitment t o  o r g a n i z a t i o n a l  g o a l s ,  and p o sse sse d  of 
c r e a t i v i t y  and in g e n u i ty .  McGregor i n  Theory Y f o s t e r e d  e f f i c i e n c y  
by c o n s t r u c t in g  e n l ig h te n e d  work s e t t i n g s  in  which w orkers  cou ld
6 1s im u l ta n e o u s ly  move tow ard s e l f - a c t u a l i z a t i o n  and f i rm  o b j e c t i v e s .
The needs  h i e r a r c h i e s  of Maslow and H erzberg  c o n ta in e d  many Theory Y 
i n s i g h t s .
Abraham Maslow, who b e l i e v e d  m eeting  w o rk e rs '  t o t a l  human needs
was the  b e s t  a s su ra n c e  o f  e f f i c i e n c y ,  developed  th e  most famous of the
human needs a r ran g em en ts .  His pu rpose  was the  i d e n t i f i c a t i o n  and
d ia g n o s i s  o f  human f i rm  n e e d s .  Comprehension o f  th e  needs pyramid,
and i t s  m o t iv a t io n a l  i m p l i c a t i o n s ,  was a  req u ire m e n t  of e f f i c i e n t
a d m in i s t r a t i o n .  Maslow in  h i s  h ie r a r c h y  spanned the  spectrum  o f  human
d e s i r e s —from b a s ic  food needs to  a b s t r a c t  p s y c h o lo g ic a l  and em o tio n a l  
6 9ones .  E f f i c i e n t  a d m i n i s t r a t o r s  c o r r e c t l y  d iag n o sed  and s a t i s f i e d  
w o rk e r s '  needs l e v e l s .  When lower needs were s a t i s f i e d ,  h ig h e r  ones 
appea red  which c a l l e d  f o r  more complex m o t iv a t io n a l  te c h n iq u e s .  
A d m in i s t r a to r s  who s k i l l f u l l y  a n t i c i p a t e d  and met w o rk e rs '  human needs 
were g u a ra n te e d  p ro d u c t iv e  e f f i c i e n c y .  Human needs were examined and
^ O w en s ,  pp. 24-25.
62whyte, O r g a n iz a t io n a l  B e h a v io r ,  Theory and A p p l i c a t i o n , p. 135.
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d ia g n o se d — in  the  Maslow h i e r a r c h y - - o n ly  a s  they  p e r t a in e d  to  o th e r  
human n e e d s . ^
F r e d e r ic k  H erzberg  b e l i e v e d ,  as  had Maslow, t h a t  w orkers  
p o sse sse d  s e t s  o f  i n t e r a c t i v e  needs which grew in  com plex ity  n ea r  
the  top  o f  the  needs pyram id. To c r e a t e  and m a in ta in  e f f i c i e n c y ,  
w o rk e rs 'n e e d s  a t  a l l  l e v e l s  must be m e t . H e a lth y ,  normal w orkers  
a c t i v e l y  looked f o r  commitments, r e s p o n s i b i l i t i e s ,  and c h a l l e n g e s - -
65a l l  conducive to  e f f ic ie n c y - -w h e n  p r im ary  an im al d r iv e s  were s a t i s f i e d .
H e rz b e rg 's  p ro p o s a l  was a new concep t o f  worker e f f i c i e n c y  
m o t iv a t io n ,  th e  d i v i s i o n  o f  work in t o  "hyg iene  f a c t o r s , "  and m o t iv a to r s .  
High wages, cap a b le  s u p e r v i s io n ,  and d e s i r a b l e  c o n d i t io n s  o f  work 
p re v e n te d  w orker u n r e s t ,  b u t  d id  n o t  m o t iv a te .  P o s i t i v e  worker m o tiv a ­
t i o n  came on ly  th rough  chances  f o r  w orkers  to  e x p e r ie n c e  p e r s o n a l  
growth and a sense  o f  r e s p o n s i b i l i t y . ^  A m ita i E t z i o n i ,  a u th o r  o f  a 
com pliance th e o ry  aimed a t  o r g a n iz a t i o n a l  e f f i c i e n c y ,  e x p re s sed  concern  
fo r  w o rk e rs '  needs  and f e e l i n g s .
Firm  com pliance or power s t r a t e g i e s ,  a c c o rd in g  to  E t z io n i ,  
shou ld  be t a i l o r e d  to  the  u n iq u e n ess  of g roups and in d i v id u a l s .  The 
s u i t a b i l i t y  of a s t r a t e g y  depended oh f i r m  o b j e c t i v e s ,  re q u ire m e n ts  of
Abraham Maslow, "A Theory o f  Human M o tiv a t io n ,"  The 
P s y c h o lo g ic a l  Review, L (19 4 3 ) ,  370-96.
64-Frederick H erzberg , Work and The N atu re  of Man (C le v e la n d ,
Ohio: The World P u b l is h in g  Company, 1966), p .  56.
^ F r e d e r i c k  H erzberg  and Roy M. Hamlen, "A M o t iv a t io n a l -  
Hygiene Concept o f  M ental H e a l t h , "  M ental H ygiene, XLV, No. 3 
( J u l y ,  1961), 394-401.
66F r e d e r i c k  H erzberg ,  B. Mausner, and B. Snyderman, The 
M o tiv a t io n  to  Work (New York: John Wiley and Sons, 1959) , c i t e d  by
E r n e s t  D a le ,  Management: Theory and P r a c t i c e  (New York: McGraw-Hill
Book Company, 1973), p .  431.
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th e  p r o j e c t  jo b s ,  and th e  c h a r a c t e r  of worker commitment and involvem ent
to  th e  f i rm .  Time was the  d e te rm in in g  f a c t o r  in  ch o ice  of a n e g a t iv e
s t r a t e g y  f o r  the  g a in in g  of a f i rm  g o a l .  Even th e  s t r o n g e s t ,  most
s t a b l e  f i rm  endured  low ering  o f  w orker m orale  caused  by use  o f  n e g a t iv e
67s t r a t e g i e s  on ly  f o r  l i m i t e d  p e r io d s .  S e l e c t io n  of a p p r o p r i a t e ,
p o s i t i v e ,  and v a r i e d  s t r a t e g i e s —w h ile  u s in g  n e g a t iv e  ones i n f r e q u e n t l y ,
i f  a t  a l l - - w a s  encouraged . Firm le a d e r s  chose s t r a t e g i e s  which b rough t
68c o n g ru i ty  between w o rk e rs '  needs and th o se  of the  f i rm .  Much o f  T.
Madison B y a r 's  s y n e r g i s t i c  work s e t t i n g  r e v o lv e d  around accommodation
of th e  concerns  o f  w orkers  and th e  f irm .
B y a r 's  s y n e r g i s t i c  work env ironm ent in c lu d e d  the  e f f i c i e n c y
needs  of the  f irm  and the  human needs o f  i t s  members. In a synerg ism ,
i n t e r a c t i v e  p a r t s  c r e a t e d  a s e r v ic e  or p ro d u c t  s u p e r io r  to  t h a t
produced by independen t e f f o r t s  of p a r t s  o f  th e  system . L e a d e rs '  g o a ls
f a m i l i a r  to  a l l  members were gu ided  by a system  of commonly u n d e rs to o d
e t h i c s .  Members who com prised  th e  th re e  o r g a n i z a t i o n a l  groups in  t h i s
s p e c i a l  s e t t i n g - - p e r s o n ,  p la n ,  and p o s i t i o n - - w e r e  welded by common
69i n t e r e s t s  in t o  a c o o p e ra t iv e  synerg ism .
Leaders  o f  i n s t i t u t i o n s  who promoted and r e f i n e d  the  p r e c e p ts  of 
synerg ism .advanced  f i rm  e f f i c i e n c y  and a h e a l th y  work s e t t i n g  which met 
human a s p i r a t i o n s .  In  th e  open-minded to l e r a n c e  o f  synerg ism , human
^Thom as J .  S e rg io v an n i  and R obert  J .  S t a r r a t t ,  Emerging 
P a t t e r n s  o f  S u p e rv is io n :  Human P e r s p e c t iv e s  (New York: McGraw-Hill
Book Company, 1971), pp. 47-48 .
^O w ens , O rg a n iz a t io n a l  B ehav ior  in  S c h o o ls , p . 170.
^^L. C ra ig  W ilson , T. Madison Byar, A r th u r  S. S h a p iro ,  
and S h i r l e y  H. S c h e l l ,  Soc io logy  of S u p e rv is io n  (B o s to n ,  M a ssa c h u se t ts :  
A llyn  and Bacon, I n c . ,  1969(, p .  351.
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u n iq u en ess  and i n d i v i d u a l i t y  were conce ived  as  s t r e n g t h s  which c a l l e d  
f o r t h  members' b e s t  e f f o r t s .  E f f i c i e n t  work r e l a t i o n s h i p s  c h a r a c t e r i z e d  
f i rm  in t e r n a M a in t e n a n c e  p a t t e r n s  and c o r r e c t e d  the  e r r o r s  of f i rm s .  
Members were f r e e d  and a c t u a l l y  encouraged to  s t r i v e  toward f u l f i l l m e n t  
o f  t h e i r  s e l f -d e v e lo p m e n t  d r iv e s  and a s p i r a t i o n s . ' 7® Andrew W. H a lp in  
c o n c e n t r a te d ,  as  had Byar, on f i rm  c l im a te s  and member b e h a v io rs  as  
e f f i c i e n c y  m easures .
H a lp in  looked upon o r g a n iz a t i o n a l  c l im a te  a s  the  d e c i s iv e  
q u a l i t y  o f  e f f i c i e n c y .  Firm  freedom of  c l im a t e ,  openness of communi­
c a t i o n s ,  and member c o o p e ra t io n  were p r a c t i c e s  of open, dem ocra tic  
l e a d e r s  o f  o r g a n iz a t i o n s .  The s u p e r io r  q u a l i t y  and la rg e  amount of 
c o n s t r u c t iv e  worker in p u t  i n t o  dec is ionm aking  in  open a tm ospheres  was a 
q u a l i t y  o f  e f f i c i e n t  o r g a n iz a t i o n a l  o u tp u t .  A d m in is t r a to r s  were most 
r e s p o n s ib le  f o r  s e t t i n g  f i rm  tone  o r  c l im a te  and f o r  c r e a t i n g  and 
c o n t in u in g  h ig h  member m o r a l e . ^  E x ac t in g  s ta n d a rd s  were e s s e n t i a l  in  
a d m in i s t r a t i v e  employment and r e t e n t i o n  because  of t h e i r  in f lu e n c e  on 
e f f i c i e n c y .  H alp in  con tended  th e  s u b t l e t i e s  o f  f i rm  c l im a te s  o r  t o n e s - -  
th e  em o tiona l  o r  p s y c h o lo g ic a l  en v ironm en t--w ere  l a r g e l y  r e s p o n s ib le  f o r  
o r g a n iz a t i o n a l  e f f i c i e n c y .  U n p ro g re ss iv e ,  a u t h o r i t a r i a n  l e a d e r s
l o g i c a l l y  b re d  w orker r e s i s t a n c e ,  low m o ra le ,  and g e n e ra l  n e g a t iv is m  and
72h o s t i l i t y  toward management. A d d i t i o n a l l y ,  John K. Hemphill was aware 
o f  the  e f f e c t  on f i rm  p r o d u c t i v i t y  of e n l ig h te n e d  l e a d e r s h ip  and a 
dem ocra tic  c l im a te .
^ W i l s o n ,  Byar, S h a p iro ,  and S c h e l l ,  p .  351. 
^O w ens , p .  190.
^ O w en s ,  p .  168.
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H em phill,  who fav o red  s i t u a t i o n a l  l e a d e r s h ip ,  argued  t h a t
a p p r o p r ia te  a d m in i s t r a t i v e  p r o v is io n  f o r  group d i f f e r e n c e s  was th e  b e s t
a l l y  of e f f i c i e n c y .  In  d ia g n o s in g  the  le a d e r s h ip  needs of g roups ,
s i z e ,  co m p o s i t io n ,  m o ra le ,  d e p e n d a b i l i t y ,  and l e v e l  of w o rk e rs '  job
s a t i s f a c t i o n s  were m easures of a c c u r a te  a d m in i s t r a t i v e  e v a l u a t i o n .
A d m in is t r a to r s  w i th  s p e c i a l  t a l e n t s  in  s i t u a t i o n a l  l e a d e r s h ip  q u ic k ly
re c o g n iz e d  and p ro v id ed  f o r  the  needs o f  groups and in d i v id u a l s .
P r o g r e s s iv e ,  e x p e r t  a d m i n i s t r a t o r s  invo lved  knowledge o f  s i t u a t i o n a l
l e a d e r s h ip  s k i l l s ,  group d ec is io n m ak in g ,  and the  dynamics of work
gro u p s .  A ccording to  H emphill and W estie ,  some im p o rtan t  work group
e f f i c i e n c y  d e te rm in e rs  w ere: c o n t r o l  o f  the  p ro d u c t iv e  p ro c e s s ,
i n t e r f i r m  autonomy, s a t i s f a c t i o n  o f  members' n e e d s ,  and f i rm  r e a d in e s s
73to  a c c e p t  and p ro v id e  f o r  needs o f  new members. R obert  G. Owens
i d e n t i f i e d  cu r re n c y  of a d m in i s t r a t i v e  knowledge of o r g a n iz a t i o n a l
b eh a v io rs  as  n e c e ssa ry  fo r  e f f i c i e n t  p r o d u c t i v i t y .
Owens w ro te  in  O rg a n iz a t io n a l  B ehav ior  in  S ch o o ls^  th a t
knowledge o f  o r g a n iz a t i o n a l  b e h a v io rs  e x i s t e d ,  and i t  was the  re sp o n -
7 Ss i b i l i t y  o f  p r o g r e s s iv e  a d m in i s t r a t o r s  to  m a s te r  and use i t .  An 
e n l ig h te n e d  i n t e r d i s c i p l i n a r y  approach  to  a d m in i s t r a t io n  in  h ig h e r  
e d u c a t io n  t r a i n i n g  c o u rs e s  and c u r r i c u l a  c h a r a c t e r i z e d  an e f f i c i e n t  
l e a d e r s h ip  c o rp s .
John K. Hemphill and C h a r le s  M. W es tie ,  "The Measurement of 
Group D im ensions,"  The J o u rn a l  o f  P sycho logy , XXIX (1 9 5 0 ) ,  325-42.
^Owens.
75()wens, p. ili.
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Owens fa v o re d ,  as  had H em phill,  p r o g r e s s iv e  s i t u a t i o n a l  
l e a d e r s h ip  approaches  in  management. E f f i c i e n t  management was 
c o n c e p tu a l iz e d  as  a complex a r t —an e a r l i e r  o b s e rv a t io n  of Human 
R e l a t i o n s  founder  Mary P a rk e r  F o l l e t t .  S ty l e s  of a d m in i s t r a t i v e  
l e a d e r s  and t h e i r  co r re sp o n d in g  e f f e c t s  on w o rk e rs '  m orale  were a 
p o te n t  e f f i c i e n c y  fo r c e .  The f i n a l  su ccess  and e f f e c t i v e n e s s  of ad m in is ­
t r a t i o n  was b rough t about by ad o p t io n  of v a r i e d  s u i t a b l e  l e a d e r s h ip  types  
and th e  p o s i t i v e  e f f e c t s  o f  the  l e a d e r ' s  p e r s o n a l i t y .  The e x t e n t  to  
w hich f i rm  a d m in i s t r a t o r s  s u c c e s s f u l ly  a d a p te d ,  combined, and b a lan ced  
t h e i r  l e a d e r s h ip  a b i l i t i e s  and s k i l l s  w i th  the  req u ire m en ts  o f  v a r io u s  
f i rm s  e x e r t e d  a g r e a t  im pact on e f f i c i e n c y . ^  C h r is  A rg y r is ,  who 
s u b s c r ib e d  to  e f f e c t i v e  l e a d e r s h ip  s k i l l s  and le a d e r  com prehension of 
o r g a n iz a t i o n a l  dynamics, adhered  to  many S c i e n t i f i c  Management 
e f f i c i e n c y  s t r a t e g i e s .
A rg y r is  knew t h a t  the  i n e v i t a b l e  c o n f l i c t s  between w orkers  and 
f i rm s  demanded immediate d ia g n o s i s  and r e s o l u t i o n  i f  e f f i c i e n c y  was to  
be maximal. E s ta b l ish m e n t  o f  a f i rm  c l im a te  d i r e c t e d  a t  speedy , open 
r e s o l u t i o n  o f  d i f f i c u l t i e s  was v i t a l  to  p ro d u c t io n .  I n s t i t u t i o n a l  
le a d e r s  were most r e s p o n s ib le  f o r  c r e a t i n g  d e m o c ra t ic ,  open work 
a tm ospheres .  One o f  t h e i r  c h i e f  e f f i c i e n c y  c o n t r i b u t i o n s  was g u a ra n ­
t e e in g  f irm  l o g i c ,  de tachm ent,  and r a t i o n a l i t y . ^
The in f lu e n c e  of S c i e n t i f i c  Management on A rg y r is  was r e a d i l y  
a p p a re n t .  O rg a n iz a t io n a l  r a t i o n a l i t y ,  t a s k  s p e c i a l i z a t i o n ,  w orker
^^Owens, p. 136.
7?Lyndall Urwick, The Elements of Administration (New York:
Harper and Brothers, Inc., 1953).
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a d a p ta t io n  to  f irm  power, adherence  to  f i rm  o b j e c t i v e s ,  and use  of
time l i m i t s  fo r  g o a l  a c h ie v e m e n t- - a 11 b e l i e f s  o f  S c i e n t i f i c  Managers
F r e d e r ic k  W. T a y lo r ,  H en ri F a y o l ,  and Max Weber--were adap ted  by
78A rg y r is  to  the  needs o f  e f f i c i e n c y .  Also b a s ic  to  A rgyris*  S c i e n t i f i c
Management em phasis were span o f  c o n t r o l ,  l i m i t a t i o n s  of s u p e rv is o ry
a u t h o r i t y ,  and d i r e c t  c o n t r o l  of w o rk e rs .  H ie r a r c h i c a l l y - d e v i s e d
command s t r u c t u r e s  in c lu d e d  c o o r d in a t io n  and c o r r e c t  ass ignm en t to
79w orkers  o f  s p e c i f i c  r e s p o n s i b i l i t i e s .
E f f i c i e n t  o r g a n iz a t i o n a l  l e a d e r s  demanded c o n t in u o u s
congruence of the  a s p i r a t i o n s  and a m b it io n s  of f i rm s  and t h e i r
o c cu p a n ts .  E f f i c i e n c y  r e l a t e d  d i r e c t l y  to  the  g a in in g  o f  f i rm
o b j e c t i v e s ,  p a t t e r n  c r e a t i o n  and m a in ten a n ce ,  s u c c e s s f u l  e n v iro n m en ta l
a d a p t a t i o n ,  and c o n t in u a n c e  o f  work c l im a te s  in  which th e se  o b je c t iv e s  
80cou ld  be r e a l i z e d .  L u th e r  G u lick  and L y n d a l l  Urwick p la c e d  g r e a t e r  
em phasis on S c i e n t i f i c  Management th a n  had A rg y r is .
G u lick  and Urwick, who s t r e s s e d  S c i e n t i f i c  Management more 
th an  any o th e r  c u r r e n t  t h e o r i s t s ,  produced  a d m in i s t r a t i v e  th eo ry
Q  1
which resem bled  t h a t  o f  H en ri F a y o l .  G u lic k  and Urwick, as  had 
A rg y r is ,  promoted e f f i c i e n c y  by u s in g  span of c o n t r o l  and command
^®Chris A r g y r i s ,  U nders tand ing  O r g a n iz a t io n a l  B ehavior  
(Homewood, I l l i n o i s :  R ic h a rd  D. I rw in ,  I n c . ,  and The Dorsey P r e s s ,
1960), pp. 12-13;
^ A r g y r i s ,  U nd ers tan d in g  O r g a n iz a t io n a l  B e h a v io r , pp. 12-13.
80C h ris  A r g y r i s ,  P e r s o n a l i t y  and O rg a n iz a t io n :  The C o n f l i c t
Between The System and The I n d iv id u a l  (New York: H arper and Row
P u b l i s h e r s ,  1957).
^ L u t h e r  G u lick  and L y n d a ll  Urwick, e d s . ,  P apers  on The 
S c ie n ce  o f  A d m in is t r a t io n  (New York: I n s t i t u t e  of P u b l ic  A d m in i s t r a t io n ,
1937), p . 3.
143
Q  O
u n i ty  and l i n e  and s t a f f . OA C a r e f u l ,  w ise  s h a r in g  of f i rm  r e s p o n s i ­
b i l i t i e s  and d i v i s i o n  o f  t a s k s  c h a r a c t e r i z e d  the more p ro d u c t iv e  
0 0
f i rm s .  T o ta l  p r o j e c t  and f i rm  c o o r d in a t io n ,  the  a s su ra n c e  th a t  
w orkers  owed r e s p o n s i b i l i t y  to  b u t  one p e rs o n ,  and the m in im iz ing  of 
d e c is io n -m ak in g  l e v e l s  c h a r a c t e r i z e d  by avo idance  of worker 
f r u s t r a t i o n s  and d u p l i c a t i o n  of e f f o r t s . ® ^  C o r re c tn e s s  of l i n e  and 
s t a f f  was p e rc e iv e d  by G u lick  and Urwick a s  c e n t r a l  to  p ro d u c t iv e  
e f f ic ie n c y .® ^
Though the  main r e s p o n s i b i l i t y  o f  S c i e n t i f i c  Management, Human 
R e l a t i o n s ,  and b e h a v io r a l  t h e o r i s t s  was f in d in g  ways of in c re a s in g  
e f f i c i e n c y ,  t h e o r i s t s  of each  e r a  made c e r t a i n  p r o v is io n s  f o r  the  
s a t i s f a c t i o n  of w o rk e rs '  human r e q u i re m e n ts .  In  th e  e r a  of S c i e n t i f i c  
Management, F r e d e r i c k  W. T a y lo r ,  H en ri F a y o l ,  and Max Weber r e l i e d  
c h i e f l y  on i n t r i n s i c  f i rm  q u a l i t i e s  f o r  t h i s .
SCIENTIFIC MANAGEMENT ERA
Concern f o r  Workers
The c o n s ta n t  p re o c c u p a t io n  o f  S c i e n t i f i c  Managers was the  
d isc o v e ry  and re f in e m e n t  o f  more e f f i c i e n t  management le a d in g  to  
in c r e a s e d ,  more e f f i c i e n t  p r o d u c t i v i t y .  D e sp i te  t h i s ,  T a y lo r ,  F a y o l ,  
and Weber re c o g n iz e d  and p ro v id ed  f o r  w o rk e rs '  human d e s i r e s  i n  f a c t o r i e s .
OO
L y n d a ll  Urwick, S c i e n t i f i c  P r i n c i p l e s  and O rg a n iz a t io n  
(New York: American Management A s s o c i a t i o n ,  1938), p .  8 .
®^Gulick and Urwick, p .  3 .
®^Gulick and Urwick, p. 9.
^^W illiam  H. Lucio and John D. McNeil, S u p e rv is io n :  A S y n th e s is
o f  Thought and A ction  (New York: McGraw-Hill Book Company, 1969), p .  26.
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T a y lo r ,  w h ile  manager o f  the  M idvale S t e e l  Company, encouraged
worker-manager harmony to  promote e f f i c i e n c y  and to  c r e a t e  b e t t e r
w orking c o n d i t io n s  and more p ro d u c t iv e  r e l a t i o n s h i p s .  Foremen were
ta u g h t  to  r e g a rd  th e  men under t h e i r  a u t h o r i t y  as e q u a l s ,  a r e l a t i o n s h i p
s i m i l a r  to  t h a t  of d e d ic a te d  te a c h e r s  and s tu d e n t s .  The g o a l  of T ay lo r
in  h i s  time and motion s tu d ie s  was to  d is c o v e r  ways to  g e n e ra te  g r e a t e r
e f f i c i e n c y  and p r o d u c t i v i t y ;  a d d i t i o n a l l y ,  w orker f a t i g u e  and energy  
87were le s s e n e d .  S ta n d a rd i z a t io n  of management, c e n t r a l i z a t i o n  of
c o n t r o l  o f  work c o n d i t io n s  in  d e p a r tm e n ta l  h e a d s ,  and h ig h  t e c h n ic a l
e x p e r t i s e  f o r  a l l  f i rm  members in c re a s e d  p ro d u c t io n .  Workers*
f r u s t r a t i o n s  caused  by be ing  r e s p o n s ib le  to  more than one person  were
le s s e n e d .  T ec h n ic a l  t r a i n i n g  was e s s e n t i a l  f o r  worker achievem ent and
f u l f i l l m e n t  of s e l f -d e v e lo p m e n t  d r iv e s .^ ®  D iscovery  o f  c o r r e c t  tim es
fo r  t a s k  perform ances  and a new, needed la b o r  d i v i s i o n  whereby managers
assumed g r e a t e r  r e s p o n s i b i l i t i e s  were needed  f o r  improved work c o n d i t io n s
89and le s s e n e d  p r e s s u r e s  on w o rk e rs .
T ay lo r  knew one r e a so n  f o r  w orker-m anager an tagonism s was ig n o ­
ra n c e  by management of th e  c o n s t i t u e n t s  o f  a p ro p e r ,  r e a s o n a b le  work 
day f o r  w o rk e rs .  H is s c i e n t i f i c  d e te rm in a t io n  by measurement c l a r i f i e d
86° E rn e s t  Dale and L y n d a l l  Urwick, S t a f f  in  O rg a n iz a t io n  
(New York: McGraw-Hill Book Company, 1960), pp. 58-59.
87Fox in  The E ncyc loped ia  o f  Management, p. 923.
®®Copley, F r e d e r ic k  W. T a y lo r , I ,  p .  236.
^ T a y l o r ,  The P r i n c i p l e s  of S c i e n t i f i c  Management, p. x i .
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w o rk e rs '  job  e x p e c ta t io n s  and le s s e n e d  t h e i r  a n g e r ,  f r u s t r a t i o n s ,  and 
m is u n d e r s ta n d in g s .90 F in a n c ia l  and p ro d u c t io n  i n c e n t iv e s  fo r  w orkers 
he lp ed  meet t h e i r  lower m a t e r i a l i s t i c  a s p i r a t i o n s  as  w e l l  a s  h ig h e r ,  
mote complex o n e s . ^  H enri F a y o l ,  u n l ik e  T a y lo r ,  made few i f  any 
e x p l i c i t  p ro v is io n s  f o r  the  s a t i s f a c t i o n  of f i rm  members' human d r iv e s  
o r  need re q u ire m e n ts .
Fayo l d is c o v e re d  management p r i n c i p l e s  which he reg a rd ed  as
92e q u a l ly  u s e f u l  fo r  a l l  m a n a g e r ia l  t a s k s .  Use o f  th e s e  u n iv e r s a l ly
a p p l i c a b l e  a d m in i s t r a t i v e  p r e c e p t s ,  as  w e l l  a s  a h ig h ly  t r a i n e d  s t a f f ,
93c h a r a c t e r i z e d  o r g a n iz a t i o n a l  e x c e l le n c e .  L o g ic a l ly ,  many of f irm
members' r e q u i r e m e n ts —g e n e r a l  work s a t i s f a c t i o n ,  a p p r e c i a t i o n  and 
r e c o g n i t i o n ,  p r id e  in  workmanship, m e r i to r io u s  p rom otions--w ere  
g u a ra n te e d  by i n t r i n s i c  f i rm  c o n s t r u c t  e x c e l le n c e .
L e a d e rs '  m e t ic u lo u s  p la n n in g ,  f a i r ,  r a t i o n a l  d i r e c t i n g ,  sy s te m a t ic  
f i rm  and p r o j e c t  c o o r d in a t io n ,  and s c i e n t i f i c  p ro d u c t iv e  c o n t r o l  
a s s u re d  w o rk e rs '  i n t e r e s t s ,  s e c u r i t y ,  and m o ra le .  Command u n i t y  and 
a v a r i e t y  o f  work i n c e n t iv e s  were n e c e s s a ry  to  s a t i s f y  many h ig h e r  
human d r i v e s . 9^ F ayo l and Max Weber made l i t t l e  e x p l i c i t  p ro v is io n s  
f o r  w o rk e rs '  human c o n c e rn s .  Under t h e i r  s u p e r v i s io n ,  q u a l i t i e s  of 
f i rm  s t r u c t u r a l  e x c e l le n c e  in c lu d e d  s e c u r i t y ,  f a i r n e s s ,  o r d e r ,
9 Op ox in  The E ncyc loped ia  o f  Management, p .  924.
9 If  ox in  The E ncyc loped ia  of Management, p .  924. 
92George, The H is to ry  o f  Management Thought, p. 106. 
93payo l,  G enera l and I n d u s t r i a l  Management, p .  14. 
9^0wens, O rg a n iz a t io n a l  B ehav ior in  S c h o o ls , pp. 6-7 .
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r e c o g n i t i o n ,  and work s a t i s f a c t i o n .  P rom otions by le a d e r s  n a t u r a l l y
met many rem ain ing  a s p i r a t i o n s  and w ishes  o f  members.
The h ig h  t e c h n ic a l  e x p e r t i s e  of b u re a u c ra c y ,  s c i e n t i f i c a l l y
s t r u c t u r e d  lo g ic  and r a t i o n a l i t y ,  and im personal f a i r n e s s  were rea so n s
f o r  i t s  s u p e r i o r i t y  over  a l l  o th e r  o r g a n iz a t i o n a l  form s. Nepotism and
many o th e r  i n e q u i t i e s  common to  most o r g a n iz a t io n s  were unknown in
b u r e a u c r a c y . ^  B u re a u c ra t ic  a tm ospheres  were c h a r a c t e r i z e d  by h ig h
member s p i r i t  and o u ts ta n d in g  work. C le a r ,  w r i t t e n  job  d e s c r ip t i o n s
and r e s p o n s i b i l i t i e s ,  th e  c o n c e p t io n  o f  work as  o f f i c i a l  d u ty ,
h i e r a r c h i c a l  job  a r ran g em en t ,  and e x p l i c i t l y  s t a t e d  conduct codes
f o r  a l l  members were ways o f  p re v e n t in g  m isu n d e rs ta n d in g s  and q u a r r e l s .
B u re a u c ra t ic  l e a d e r s  a s s u re d  member commitment to  f i r m  g o a ls  and the
Q (\m eeting  o f  many w o r k - r e la t e d  human c o n c e rn s .  I m p a r t i a l l y  a d m in is te re d ,  
o b j e c t i v e  a p t i t u d e  t e s t s  and co rre sp o n d in g  job  ass ignm en ts  were needed 
f o r  h ig h  w orker m orale  and th e  m eeting  of many se lf- im provem en t d r iv e s
07and a m b it io n s .  Care in  choos ing  members and o c c u p a t io n a l  appo in tm ent
fo r  l i f e  in c lu d e d  th e  m ee ting  o f  some o f  w o rk e rs '  s e c u r i t y  and work- 
98a s s o c i a t e d  d r i v e s .
U nlike  S c i e n t i f i c  M anagers, whose p r o v is io n  f o r  w o rk e rs '  human 
a s p i r a t i o n s  was l a r g e l y  i n c i d e n t a l  to  e f f i c i e n c y ,  Human R e la t io n s  
t h e o r i s t s '  m ajor r e s p o n s i b i l i t y  was to  c l e a r l y  meet human needs a t  
work. Mary P a rk e r  F o l l e t t ,  E l to n  Mayo, F r i t z  R o e th l i s b e r g e r  and
^ G e r t h  and M i l l s ,  From Max Weber: E ssays  in  S o c io lo g y , p .  214.
^ D a l e ,  Management: Theory and P r a c t i c e , p .  158.
^ E t z i o n i ,  Complex O rg a n iz a t io n s , p . 49 .
9^Whyte, Organizational Behavioral, Theory and Application, p. 6.
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W illiam  D ickson, and K urt Lewin s t r e n u o u s ly  promoted the  o c c u p a t io n a l  
d e s i r e s  of w orkers .
HUMAN RELATIONS ERA
Concern f o r  Workers
Human R e la t io n s  exponen ts  c r e a te d  work s e t t i n g s  fa v o ra b le  to 
w orkers  and u t i l i z e d  w o rk e rs '  v e r b a l  in p u t  i n t o  f i rm  dec is ionm aking .
Mary P a rk e r  F o l l e t t ,  E l to n  Mayo, F r i t z  R o e th l i s b e r g e r  and W illiam  
D ickson , and Kurt Lewin were o u ts ta n d in g  among Human R e la t io n s  
exponen ts .
Though Mayo r e c e iv e d  most of the  c r e d i t  f o r  i n i t i a t i n g  the
Human R e la t io n s  Movement, Mary P a rk e r  F o l l e t t  made an e a r l i e r ,  more
permanent and s i g n i f i c a n t  c o n t r i b u t i o n  to  Human R e l a t i o n s .  F o l l e t t ,
who v i s u a l i z e d  work env ironm en ts  which p ro v id ed  f o r  b a s ic  and h ig h e r
w o rk e rs '  d r iv e s ,  re c o g n iz e d  th e  com plex ity  of m o t iv a t io n  and encouraged
r e s e a r c h  i n t o  i t .  Work s e t t i n g s  in  which w orker in p u t  was a m ajor
component and work a re a  autonomy f o r  w orkers  were b a s ic  to  c a r in g  fo r  
99human d e s i r e s .
F o l l e t t ' s  p e r c e p t io n  of a d m in i s t r a t i o n  as  an e t h i c a l  d i s c i p l i n e  
and p r a c t i c e  and th e  i n c lu s io n  o f  w o rk e rs '  f e e l i n g s  and a t t i t u d e s . i n  
f i rm  p la n n in g  were p ro g re s s iv e  and e n l ig h te n e d  p r a c t i c e s  f o r  h e r  day. 
W orkers ' involvem ent in  the  t o t a l  work env ironm ent,  e s p e c i a l l y  in  
d e c i s io n s  d i r e c t l y  a f f e c t i n g  them, were e x p re s s io n s  of m a n ag e r ia l  
concern  f o r  w o rk e rs '  f e e l i n g s  and i n t e r e s t s . To t a l  e n t e r p r i s e
^ G e o r g e ,  pp. 130-31.
lOOchapple and S a y le s ,  The Measure o f  Management, p. 210.
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c o o r d in a t io n  and th e  involvem ent o f  w orkers  in  p r o j e c t s  from s t a r t  to  
f i n i s h  was s ta n d a rd  o p e r a t in g  p ro c e d u re .
F o l l e t t ' s  w o rk e r -c e n te re d  s t r u c t u r e  was in te n d e d  to  meet many 
human a s p i r a t i o n s  o f  w orkers .  In  a d d i t i o n  to  s a t i s f a c t i o n  o f  p rim ary  
needs such a s  fo o d ,  she met many h ig h e r  s e l f - a c t u a l i z a t i o n  r e q u i r e m e n t s - - 
r e c o g n i t i o n ,  im portance ,  s a t i s f a c t i o n  in  workmanship, and o th e r  s e l f ­
g r a t i f i c a t i o n  d e s i r e s .  A d m in is t r a t iv e  concern  f o r  w o rk e rs ,  as  shown 
by the  a n t i c i p a t i o n  and m eeting  o f  t h e i r  i n t e r e s t s ,  was a t  th e  h e a r t  
of h e r  management p h i lo so p h y .  A d m in is t r a to r s  w ere ,  in  f a c t ,  i d e n t i f i e d  
a s  most r e s p o n s ib le  f o r  c r e a t i n g  w o rk e r -c e n te re d  work a r e a s  and f o r  
s o l i c i t i n g  and a s s u r in g  worker in p u t  in to  o r g a n iz a t i o n a l  dec is ionm ak ing .  
F o l l e t t  a n t i c i p a t e d  f u tu r e  t r e n d s  in  (1 )  re c o g n iz in g  the  com plex ity  of 
m o t iv a t io n  and encou rag ing  r e s e a r c h  in t o  i t ,  ( 2 ) c a l l i n g  f o r  worker 
c o n t r o l  of work a r e a s ,  (3 )  v iew ing  a d m in i s t r a t i o n  as  an e t h i c a l  
s p h e re ,  (4 )  c i t i n g  a d m in i s t r a t o r s  as  most r e s p o n s ib le  fo r  o r g a n iz a t i o n a l  
a tm ospheres and the  m eeting  of w o rk e r s 1 human n e e d s ,  and (5) c a l l i n g  
fo r  t o t a l  p r o j e c t  and w orker c o o r d in a t io n .  The Hawthorne r e s e a r c h e r  
E l to n  Mayo d em onstra ted  the  impact of worker in p u t  i n t o  dec is ionm aking  
and i t s  e f f e c t  on m orale  and p r o d u c t i v i t y .
Mayo i d e n t i f i e d  th e  s o - c a l l e d  "Hawthorne E f f e c t , "  the  
f a c t  t h a t  s im ple  o b s e rv a t io n  or a t t e n t i o n  in c re a s e d  w o rk e rs '  o u tp u t  
and r a i s e d  m ora le .  When w o rk e rs '  s e l f -d e v e lo p m e n t  d r iv e s  of f e e l i n g  
im p o rtan t  and n e c e ss a ry  to  th e  o p e r a t io n  were met, c o o p e ra t io n  and
101Getzels, Lipham, and Campbell, Educational Administration
As A Social Process', p. 132.
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g e n e r a l  harmony in c re a s e d ,  a s  d id  p ro d u c t iv e  e f f i c i e n c y .  Because
o f  th e  Hawthorne P l a n t  s t u d i e s ,  management re c o g n iz e d  the  co m p lica ted
q u a l i t i e s  o f  m o t iv a t io n .  E l to n  Mayo d em onstra ted  t h a t  w orkers
were cap a b le  o f  s e l f - d i r e c t i o n  and the  f u l f i l l m e n t  o f  a t  l e a s t  some
i mof t h e i r  h ig h e r  n e e d s ,  i f  g iven  th e  chance .
Mayo's d i s c i p l e s  and fo l lo w e rs  advoca ted  th e  s t r u c t u r i n g  of 
work env ironm en ts  where w o rk e rs '  human needs f o r  r e c o g n i t i o n  and in p u t  
i n t o  po licym ak ing  and f i rm  d e c i s io n s  would be r e a l i z e d .  C oinc idence  
o f  w orker-m anager i n t e r e s t s  and con ce rn s  was c o n s id e re d  n e c e ss a ry  fo r  
m ee ting  th e  needs o f  b o th .
A d m in is t r a to r s  o r  s u p e r v is o r s  were i d e n t i f i e d  as  most r e s p o n s ib le  
f o r  e l i c i t i n g  w orker in p u t  in to  dec is ionm ak ing  and f o r  c r e a t i o n  of 
w o r k e r -o r ie n te d  work e n v iro n m en ts .  C o o p e ra t io n ,  group s p i r i t ,  and 
co h es io n  e f f e c t i v e l y  were needed f o r  th e  m ee ting  o f  w o rk e rs '  n e e d s .
Mayo met w o rk e rs '  h ig h e r ,  s e lf - im p ro v em e n t hopes by (1 )  c r e a t i n g  
w o r k e r - o r ie n te d  work s e t t i n g s ,  ( 2 ) enco u rag in g  and u s in g  worker in p u t  
i n t o  p o licym ak ing ,  (3 )  c a l l i n g  f o r  g r e a t e r  w orker-m anager c o o p e ra t iv e n e s s  
and harmony, (4 )  t r a i n i n g  a d m i n i s t r a t o r s  in  Human R e la t i o n s  d ia g n o s t ic  
s k i l l s ,  and (5 ) co n d u c t in g  r e s e a r c h  i n t o  human m o t iv a t io n s  and s t r u c ­
t u r i n g  a d m in i s t r a t i o n  a c c o rd in g ly .  F r i t z  R o e t h l i s b e r g e r  and W illiam  
T. Dickson e v a lu a te d  Mayo's r e s e a r c h  and made c e r t a i n  recommendations 
to  a d m in i s t r a t o r s  f o r  h e lp in g  w orkers .
■^^Walter R. Borg, E d u c a t io n a l  R esearch --A n  I n t r o d u c t io n  
(New York: David McKay and Company, 1963), p . 8 .
lO^Dale, p . 139.
lO^Dickson, The E ncyc loped ia  o f  Management, ed . C a r l  H eyel,
p. 301.
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R o e th l i s b e r g e r  and Dickson r e p o r te d  Mayo's Hawthorne p r o j e c t  
to  p ro v id e  i n s i g h t s  i n t o  th e  r e s p o n s i b i l i t y  of management toward w orkers  
and, of c o u r s e ,  to  r a i s e  p ro d u c t io n .  They ag reed  t h a t  w o rk e rs '  needs 
were b e s t  met by a d m i n i s t r a t o r s  who p o s se s s e d  knowledge o f  v a r i e d  
Human R e la t io n s  s k i l l s  and t h e i r  p ro p e r  m a n a g e r ia l  a p p l i c a t i o n .
S tu d ie s  o f  w orker o r g a n i z a t i o n a l  b e h a v io rs  and t h e i r  c o r re sp o n d in g  
s u g g e s t io n s  f o r  m ee tin g  the  m utual needs  of w orkers  and the  f i rm  were 
s t r u c t u r e d  and e x e c u te d .  L e a d e rs '  Human R e l a t i o n s  s k i l l s  shou ld  undergo 
c o n s ta n t  o b s e r v a t io n ,  t e s t i n g ,  and r e f in e m e n t  and shou ld  be ta u g h t  to  
a l l  p l a n t  s u p e r v i s o r s .  In  a d d i t i o n  to  c r e a t i n g  w o rk e r -c e n te re d  work a r e a s ,  
Human R e la t io n s  t h e o r i s t s '  i n s i g h t s  shou ld  le a d  to  a c o n t in u a l  upgrad ing  
and im proving of work a r e a s  to  more f u l l y  s a t i s f y  t h e i r  human occupan ts  
and f i rm  o b j e c t i v e s .  K urt Lewin was i n t r i g u e d ,  a s  were the  m a jo r i t y  o f  
Human R e la t i o n s  a d v o c a te s ,  w i th  the  t r a i t s  and q u a l i t i e s  of e f f i c i e n t ,  
e n l ig h te n e d  l e a d e r s h ip .
L ew in 's  Iowa C h ild  W elfare  S t a t i o n  Study was a cause  o f  Human 
R e la t io n s  r e s e a r c h  i n t o  th e  e f f e c t s  on groups of d i f f e r e n t  l e a d e r s h ip  
s t y l e s .  He c i t e d  d em o cra tic  l e a d e r s h ip  as  s u p e r io r  to  a u to c ra c y  o r  l a i s s e z -  
f a i r e ,  a s i t u a t i o n  o f  l i t t l e  d i r e c t i o n  o r  r e a l  l e a d e r s h ip .  D em ocratic  
l e a d e r s h ip ,  in c lu d in g  w orker in p u t  i n t o  d e c i s io n s  and group d e c i s i o n ­
making, was a way o f  m ee tin g  w o rk e rs '  human d e s i r e s .  D em ocratic  l e a d e r s  
av o id ed ,  whenever p o s s i b l e ,  c o e rc io n  w h ile  em phasiz ing  group d e c i s io n s  
and genuine w orker-m anager c o o p e ra t io n .  D em ocratic  l e a d e r s  employed 
v a r io u s  work m o t iv a to r s  o r  i n c e n t i v e s ,  w h ile  c o n s id e r in g  w o rk e rs '  
a p t i t u d e s ,  d e s i r e s ,  and a m b it io n s  b e fo re  a s s ig n in g  ta s k s  or jo b s .
The Iowa C h ild  W elfare  S tudy and L ew in 's  l e a d e r s h ip  o b s e rv a t io n s  
were an  in f lu e n c e  on a d m i n i s t r a t i o n  in  the  b e h a v io r a l  e r a .  The m ajor
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emphases of Human R e l a t i o n s - - c a r e f u l l y  s t r u c t u r e d  work a r e a s  and u t i l i z a ­
t i o n  o f  w orker in p u t  i n t o  f i rm  dec is ionm ak ing --w ere  s p e c i a l  i n t e r e s t s  of 
c u r r e n t  a d m in i s t r a t i v e  s c h o la r s .  C h e s te r  B arnard  was one of the  f i r s t  
t o  b a la n c e  th e  re q u ire m e n ts  and needs  o f  f i rm s  and t h e i r  members.
POST-1950'S ERA
Concern f o r  Workers
Modern th e o ry  was g r e a t l y  in f lu e n c e d  by Human R e la t io n s  
t h e o r i s t s '  i n t e r e s t s - - t h e  e f f e c t s  o f  work a re n a s  on worker a t t i t u d e s ,  
m o ra le ,  and p r o d u c t io n ,  o r g a n iz a t i o n a l  d ec is io n m ak in g ,  human conduct in  
f i r m s ,  and th e  b a la n c in g  o f  human and f i rm  n e e d s .  C h e s te r  B arnard  
b r id g e d  th e  gap between e a r l i e r  t h e o r i e s  and b e h a v io r a l  r e s e a r c h .
B a r n a r d 's  management was com prehensive , humane, and p r a c t i c a l .
The m a jo r i ty  o f  b e h a v io r a l  t h e o r i s t s  o r i g i n a t e d  o r  drew upon h i s  
r e s e a r c h  and w r i t i n g s .  He s u c c e s s f u l ly  combined the  d e s i r e  f o r  
e f f i c i e n c y  o f  S c i e n t i f i c  Management w i th  the  Human R e la t i o n s  b e l i e f  
t h a t  w orkers  should  be re c o g n iz e d  a s  p e o p le .
The c h i e f  r e s p o n s i b i l i t y  of a d m i n i s t r a t o r s  was s e t t i n g  f i rm  tone 
o r  q u a l i t y  and prom oting members' i n t e r e s t s .  Leader com prehension of 
fo rm al and in fo rm a l  f i rm  s t r u c t u r e s  and t h e i r  w o rk in g s ,  and c o r r e l a t i o n  
o f  t h e i r  g o a l s ,  c r e a t e d  an environm ent f a v o ra b le  to  w o rk e rs .  
A d m in i s t r a t iv e  u n d e rs ta n d in g  o f  group dynamics and dec is ionm ak ing  and 
com prehension o f  Human R e la t io n s  s k i l l s  and t h e i r  a p p r o p r ia t e  u s e s  was a 
b e n e f i t  to  w o rk e rs .  L eaders  who u n d e rs to o d  f i rm  s t r u c t u r e s  f u r th e r e d
■ ^ B a rn a rd ,  B obbs-M ierrill R e p r in t  S e r i e s  in  th e  S o c ia l  S c ie n c e s ,
p. 53.
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Human R e l a t i o n s ,  r a i s e d  w orker m ora le ,  enhanced communications and
c o o p e ra t io n ,  and r a i s e d  w o rk e rs '  p e r c e p t io n s  o f  t h e i r  t a l e n t s ,  s k i l l s ,
1 flfiand a b i l i t i e s .  Human R e la t i o n s  i n t e r e s t s  of w o rk e rs--w ork  s a t i s f a c ­
t i o n ,  d e s i r e  to  be u s e f u l ,  and the  wish to  grow as  humans--were i n t e g r a l  
to  f i rm  e f f i c i e n c y . * -^  B arnard  was one o f  th e  e a r l i e s t ,  i f  n o t  the 
f i r s t ,  to  re c o g n iz e  th e  p o s i t i v e  r e l a t i o n s h i p  between w o rk e r s ’ job 
h a p p in ess  and e f f i c i e n c y .
E f f e c t i v e  i n t e r f i r m  communications in c lu d e d  openness of f i rm  
atm osphere ,  c r e a t i v i t y  of members, and harmonious r e l a t i o n s h i p s .
C o r r e c t ,  p r e c i s e  f i rm  o p e r a t i o n a l  p o l i c y  was conducive  to  s e c u r i t y  among
108w orkers  and the  c l e a r  e n u n c ia t io n  of f i rm  o b j e c t i v e s .
Awareness and p r o v i s io n  fo r  the  f o r c e s  g iv in g  r i s e  to  and 
p ro p a g a t in g  f irm  s t a t u s  system s were needed i f  w orkers  were to  be 
s a t i s f i e d .  Task c h a r a c t e r i s t i c s ,  use  of f i rm  p o s i t i o n  f o r  s o c i a l  
purposes ,  and human i n s e c u r i t i e s  were in f lu e n c e s  on f i rm  s o c i a l  
system s.*-®^  P o s i t i v e  s t a t u s  system  le a d e r s  promoted i n t e r f i r m  
communications and group c o h es io n  and r a i s e d  w o rk e rs '  s e l f - c o n c e p t s . HO 
M a te r i a l  rew ards  were m o t iv a to r s  o f  w orkers  only  to  
c e r t a i n  l e v e l s  of p e rfo rm ance .  O p p o r tu n i t i e s  f o r  s a t i s f a c t i o n  of 
human d r iv e s  toward power and r e s p o n s i b i l i t i e s ,  c a re  f o r  fe l lo w  
c r e a t u r e s ,  and job  p r id e  were h ig h e r  m o t iv a to r s .  S e l e c t i v i t y  in  use
lO ^Barnard , The F u n c t io n s  of The E x e c u t iv e , p. 122. 
lO ^H alp in , Theory and R esearch  in  A d m in i s t r a t i o n , p. 38. 
^-O^George, The H is to ry  of Management Thought, p . 133.
^ ^ B a r n a r d ,  B o b b s -M e rr i l l  R e p r in t  S e r i e s  in  th e  S o c ia l  S c ie n c e s ,
p. 53.
HOBarnard, The Functions of The Executive, p. 122.
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of work m o t iv a to r s - - a n d  a " f i t "  between jo b ,  m o t iv a to r ,  and w o rk er- -
were needed f o r  m ee ting  em ployees ' i n t e r e s t s .
B a rn a rd 's  m a n ag e r ia l  co n ce p ts  and p h i lo so p h y  were more
p r a c t i c a l  and com pass iona te  th an  th o se  of S c i e n t i f i c  Management. His
t h e o r i e s  and m a n a g e r ia l  s t y l e  were e s p e c i a l l y  e f f e c t i v e  in  b a la n c in g
the  needs o f  f i rm s  and t h e i r  occupan ts  f o r  the  b e n e f i t  o f  b o th .
H e rb e r t  A. Simon r e s e a rc h e d  and changed some of B a rn a rd 's  th e s e s  to
promote th e  i n t e r e s t s  o f  f i rm s  and t h e i r  members.
Simon b e l i e v e d ,  a s  had B arnard , t h a t  f i rm s  were composed of
112c o m p lica ted  com munications system s and human i n t e r a c t i o n s .  Firm
c l im a t e s ,  c h a r a c t e r i z e d  by openness and freedom o f  in fo rm a t io n  f low , 
were most n e a r ly  conducive  to  m ee ting  w o rk e rs '  n e e d s .  Simon and 
B arnard  looked f o r  l o g i c a l  s o lu t i o n s  to  f i rm  problems of eq u a l  b e n e f i t
1 lO
to  w orkers  and the  f i rm .  The p r i n c i p a l  du ty  o f  a d m in i s t r a t o r s  was
prom oting b eh a v io rs  w h ile  s im u l ta n e o u s ly  m eeting  w o rk e r - f i rm  
114i n t e r e s t s .
Simon was convinced  t h a t  f i rm  rew ards ,  encompassing b a s ic  though 
h ig h e r ,  se lf - im provem en t d r i v e s ,  s a t i s f i e d  w orkers  and c r e a te d  lo y a l ty  to  
th e  f  irm . L e a d e rs '  m in im iz ing  o f  f i rm  d ec is io n -m ak in g  l e v e l s  met
-^Barnard, The F u n c t io n s  o f  The E x e c u t iv e , pp. 148-49. 
H ^Sim on, A d m in is t r a t iv e  B ehav io r .
H^Sim on, Review of Economic S tu d ie s
1l^S imon, Review of Economic S tu d ie s
H^Sim on, Review of Economic S tu d ie s
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s e c u r i t y  needs o f  w orkers  and reduced  w o r k - re la te d  i r r i t a t i o n s  and 
lif tf r u s t r a t i o n s .  T a l c o t t  Parsons  e x p la in e d ,  as  had B arnard  and 
Simon, t h a t  f i rm -e n v iro n m e n ta l  c o m p a t ib i l i t y  in s u re d  w o rk e rs '  b e s t  
i n t e r e s t s .
P arsons  b e l i e v e d  t h a t  s t a b l e ,  o r d e r ly  f i rm  c l im a te s  se rv ed
w orkers  w e l l .  The s t a t i n g  o f  f i rm  g o a ls  and th e  means to  meet them,
a t o t a l  f i rm  c o o rd in a t io n  s im i l a r  to  F o l l e t t 1s - -a n d  c o n t in u a l  h ig h
member i n t e r e s t  and m o t iv a t io n - -w e re  n e c e s s a ry  f o r  s e c u r i t y ,  work
117s a t i s f a c t i o n s ,  and o th e r  w o r k - re la te d  b e n e f i t s .  Environm ents which
most f u l l y  met w o rk e rs '  s e l f - a c t u a l i z a t i o n  d e s i r e s  in c lu d e d  work
s a t i s f a c t i o n s ,  s e l f - r e g a r d ,  a p p r e c i a t i o n ,  freedom from w an t,  fu n ,  and
w orker l i k i n g . C o r r e c t ,  humane use  of o r g a n iz a t i o n a l  pow er--
c h a r a c t e r i z e d  by minim al c o e r c i o n - - c h a r a c t e r i z e d  smoothness o f  o rg a n i -
119z a t i o n a l  o p e ra t io n  as  w e l l  as  a w o rk e r -c e n te re d  env ironm en t.  Parsons  
b e l ie v e d  t h a t  p r o g r e s s iv e ,  e n l ig h te n e d  f i rm s  m a in ta in ed  a p ro p e r  b a lan ce  
between t h e i r  needs and th o se  o f  t h e i r  members. Jacob G e tz e ls  and Egon 
Guba c la im ed  t h a t  agreem ent of w o rk e r - f i rm  i n t e r e s t s  and i n t e n t s  was in  
the b e s t  i n t e r e s t s  o f  f i r m  members.
The p e r s o n a l ,  i d io g r a p h ic  p o r t i o n  o f  G e tz e ls  and Guba's 
s o c i a l  system s model in c lu d e d  human o r g a n iz a t i o n a l  i n t e r a c t i o n s
116A rg y r i s ,  P e r s o n a l i t y  and O rg a n iz a t io n :  The C o n f l i c t
Between The System and The I n d i v i d u a l , p . 65.
l l ^ P a r s o n s ,  Working P apers  in  The Theory of A c t io n , pp. 183-86.
H ^ G r i f f i t h s ,  Human R e la t io n s  i n  School A d m in i s t r a t i o n , p .  36.
■ ^ T a l c o t t  P a rs o n s ,  "S u g g e s t io n s  f o r  A S o c io lo g ic a l  Approach 
to  The Theory of O rg a n iz a t io n s ,"  I I ,  A d m in is t r a t iv e  S c ience  Q u a r t e r l y , 
I ,  No. 2 (Sep tem ber,  1956), 225.
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and b e h a v io r s .  A c r e a t i v e  a d ju s tm en t o f  f i rm  o b j e c t i v e s  and g o a ls  to
the  re q u ire m e n ts  of t h e i r  human members was i n t e g r a l  to  b o th  p rim ary  and
upward human n e c e s s i t i e s .  M aintenance of a p ro d u c t iv e  e q u i l ib r iu m
between w o rk e r s '  needs and th o se  o f  the f i rm  was a c o n t in u a l  problem
120fo r  s k i l l e d  a d m in i s t r a t o r s .
E f f e c t i v e  a d m i n i s t r a t o r s  comprehended human o r g a n iz a t i o n a l
conduct and the  form al and in fo rm a l  n a tu re  of o r g a n i z a t i o n a l  s t r u c t u r e s .
A d m in i s t r a to r s  g ra sp  o f  r o l e s  and p ro p e r  a d ju s tm e n t  of members to
them, a c q u a in ta n c e  w ith  the  com plex ity  of m o t iv a t io n ,  and a t t e n t i o n  to
th e  p s y c h o lo g ic a l  c l im a te  o f  the  f i rm  c r e a t e d  w o rk e r -c e n te re d  e n v i ro n -  
121m ents .  G e tz e ls  and Guba su g g es ted  t h a t  a d m in i s t r a t o r s  should
c o r r e c t l y  d iagnose  the  p s y c h o lo g ic a l  and s o c i o l o g i c a l  a s p e c t s  o f
122w o rk e rs '  needs and s u p e rv is e  a c c o rd in g ly .  D a n ie l  E. G r i f f i t h s  
ad v o ca ted ,  as  had G e tz e ls  and Guba, c o m p a t ib i l i t y  between the  i n t e r e s t s  
o f  f i rm s  and t h e i r  members.
G r i f f i t h s  h e ld  open o r g a n iz a t i o n a l  c l im a te s  in  h igh esteem  
w h ile  d e s ig n a t in g  them most a g re e a b le  to  w o rk e rs '  i n t e r e s c s .  The 
c o n s ta n t  p a t t e r n  m ain tenance and i n t e r n a l  s t a b i l i t y ,  s e l f - c o r r e c t i n g  
q u a l i t i e s ,  c o n t in u a l  member feed b a ck ,  and g e n e ra l  o p e r a t i o n a l  smoothness
■^^Halpin, A d m in is t r a t iv e  Theory in  E d u c a t io n , p . 156.
■ ^lcam pbell,  C o rb a l ly ,  and Ramseyer, I n t r o d u c t io n  to  
E d u c a t io n a l  A d m in i s t r a t io n , p .  192.
122oWens, Organizational Behavior in Schools, p. 30.
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of open c l im a te s  were m o t iv a to r s  f o r  members' c r e a t i v e ,  ingen ious
123c o n t r i b u t i o n s - - a n d  th e  m ee ting  of t h e i r  human growth d r iv e s .
E x c e l le n t  a d m in i s t r a t o r s  were i n t e g r a l  to  f i rm  c l im a te s  
which encouraged  human grow th. E x p e r t i s e  in  i d e n t i f y i n g  and a r t i c u ­
l a t i n g  th e  g o a ls  and a s p i r a t i o n s  o f  f i rm s  and t h e i r  human o c cu p a n ts ,  
p e r s i s t e n t  e v a lu a t io n  of the  a d m in i s t r a t i v e  fu n c t io n  and i t s  
in v o lv em en ts ,  and the  a ssessm en t o f  o r g a n iz a t i o n a l  s t r u c t u r e  and
124s u b s t r u c tu r e s  were a d m in i s t r a t i v e  r e s p o n s i b i l i t i e s  toward w orkers .
The main job  o f  l e a d e r s  was the  c r e a t i o n  and m ain tenance  of an
125e f f e c t i v e  a d m in i s t r a t i v e  o r g a n iz a t i o n .  D ouglas M. McGregor's
m a n a g e r ia l  th e o ry  resem bled  G r i f f i t h s '  because  i t  encompassed
a d m in i s t r a t i v e  e x p e r t i s e  in  d ia g n o s in g  human m o t iv a t io n s ,  o r g a n iz a t i o n a l
1 0(\co n d u c t ,  and n eed s .
McGregor though t t h a t  s i t u a t i o n a l  l e a d e r s h ip  b rough t an 
o r g a n iz a t i o n a l  m i l ie u  which encouraged  the  b e s t  e f f o r t s  of w orkers .  
E nvironm enta l o p e n n e s s - - c h a r a c t e r i z e d  by e s s e n t i a l  employee in p u t - -  
c h a l le n g e d  h ig h  human a s p i r a t i o n s .  F irm  p o l i c y ,  e s p e c i a l l y  a l l  
d e c i s io n s  hav ing  d i r e c t  b e a r in g  on w o rk e rs ,  was to  be composed of 
f i rm  and worker in p u t .  A r b i t r a r y  s u p e rv is o ry  dec is ionm ak ing  and
123G r i f f i t h s ,  O rg an iz in g  S choo ls  f o r  E f f e c t i v e  E d u ca tio n ,
pp. 116-17.
124(jr i f f i t h s , O rgan iz ing  S chools  f o r  E f f e c t i v e  E d u c a t io n , p . 357.
• ^ P a u l  R. Mort and Donald H. R oss ,  P r i n c i p l e s  o f  School 
A d m in i s t r a t io n  (New York: McGraw-Hill Book Company, 1947), p. 4.
126Rnudson, Human Elements of Administration, pp. 68-69.
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d i c t a t o r i a l  m a n ag e r ia l  t a c t i c s  produced w orker r e b e l l i o u s n e s s  and 
o r g a n iz a t i o n a l  c h a o s . 1^7
McGregor c r e a t e d  Theory X and Theory Y to  e x p la in  w o rk e rs '
o r g a n iz a t i o n a l  m o t iv a t io n s  and conduc t .  Theory Y - - th e  p o s i t i v e
com pon en t-- in c lu d ed  the  id ea  t h a t  w o rk e rs '  r e q u i s i t e s  were appeased  when
work p re s e n te d  s a t i s f y i n g  p h y s ic a l  and m en ta l  c h a l l e n g e s .  The g a in in g  of
commitment to  f i r m  a s p i r a t i o n s  by management were i n t e g r a l  to  worker
s e l f - c o n t r o l  and m a tu re ly  d i r e c t e d  a c t i v i t i e s .  Company in c e n t iv e s
le a d in g  to  w orker o b l i g a t i o n s  to  f i rm  d e s i r e s  were s a t i s f i e r s  of w o rk e rs '
egos and h ig h e r  human growth n eed s .  A d m in i s t r a to r s '  c o n c e p tu a l i z a t io n s
of w orkers  a s  i n t e l l i g e n t ,  cap a b le  o f  s e l f - d i r e c t i o n ,  and the  s u c c e s s fu l
assum ption  o f  r e s p o n s i b i l i t i e s ,  le d  to  f a v o ra b le  c o n d i t io n s  of work.
The w ise  engagement by management of the  im a g in a t iv e  p ro b le m -so lv in g
c a p a c i t i e s  o f  o rd in a ry  employees b rough t abou t work c o n d i t io n s  f a v o ra b le
128to  human developm ent. Abraham Maslow and F r e d e r ic k  H erzberg  c a l l e d  
a t t e n t i o n  to  em ployees ' h ig h e r  c o n c e rn s .
According to  Maslow, c a p a b le ,  e f f e c t i v e  a d m in i s t r a t o r s  c r e a te d  
work env ironm ents  which enveloped  e le m e n ta l  to  a b s t r a c t  human 
re q u i re m e n ts .  H is well-know n needs h ie r a r c h y  was an a id  in  d ia g n o s in g  
and s a t i s f y i n g  th e s e  human c o n c e rn s .  E x p e r t  a d m in i s t r a t o r s  demanded 
knowledge o f  th e  i n t e r a c t i v e ,  o v e r la p p in g  n a tu r e  of human m o t iv a to r s  
and d e s i r e s .  A n t i c ip a t i o n  o f  w o rk e rs '  upward h ie r a r c h y  n e c e s s i t i e s - -  
and the  c o r re sp o n d in g  s t r u c t u r i n g  o f  work a r e a s - - c h a r a c t e r i z e d
■^■^^Khudson, pp. 182-83. 
128()wens, pp . 24-25.
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129p r o g r e s s iv e ,  w o rk e r -o r ie n te d  a d m in i s t r a t i o n .  I f  b a s ic  and e l e v a te d
human needs were to  be m et, l e a d e r s  of work a r e a s  shou ld  f u r n i s h  s a f e t y ,
meet p h y s ic a l  and s o c i a l  n e e d s ,  and s a t i s f y  w o rk e rs '  s e l f - e x p r e s s i o n
130d e s i r e s - - t h e  h ig h e s t  needs c a te g o ry .  H e rz b e rg 's  d u a l - f a c t o r
m o t iv a t io n a l  s t r u c t u r e  complemented Maslow*s h ie r a r c h y  in  many ways. 
H erzberg  b e l i e v e d ,  a s  had Maslow, t h a t  man p o sse ssed  two
broad  needs c a t e g o r i e s - - p r i m a l  an im al n e c e s s i t i e s  and h ig h e r ,
131co m p lica ted  se lf - im p ro v em en t a m b it io n s .  Normal, h e a l th y  f o lk
sought c h a l le n g in g  s i t u a t i o n s ,  e s t a b l i s h e d ,  m a tu re ,  l a s t i n g  o b l i g a ­
t i o n s ,  and p o s se s s e d  a sense  of r e s p o n s i b i l i t y - - a n  o p t i m i s t i c  view of
132man s i m i l a r  to  M cGregor's and M aslow 's . A m ita i E t z io n i  encouraged
work a r e a s  where "goodness o f  f i t "  e x i s t e d  between f irm  and w o rk e rs '  
i n t e r e s t s .
Em ployees ' b a s ic  and e l e v a te d  a m b it io n s  were f u r th e r e d  when 
f i rm s  ga in ed  com pliance by l e g i t i m a te  p e r s u a s io n  and c o o p e ra t io n ,  
r a t h e r  th an  by a r b i t r a r y ,  d i c t a t o r i a l  means. M anagers ' methods of 
g a in in g  f i rm  o b je c t i v e s - - b y  use  o f  f a i r  o r  u n f a i r  power s t r a t e g i e s - -  
were i n f lu e n c e s  on w o rk e rs '  a t t r a c t i o n  to  and p a r t i c i p a t i o n  in  th e  f i rm .  
N ega tive  com pliances  to  promote o r g a n iz a t i o n a l  aims was in co m p a tib le  
w i th  em ployees ' p rim ary  and h ig h e r  d e s i r e s .  Agreement of w o rk e r - f i rm  
g o a l s - - a n d  th e  ty p es  and c h a r a c t e r  o f  f i rm  in c e n t iv e s  used  to g a in  and
129Whyte, O rg a n iz a t io n a l  B eh av io r ,  Theory and A p p l i c a t io n , p . 135.
130j)ouglas McGregor, The P r o f e s s io n a l  Manager (New York: 
McGraw-Hill Book Company, 1967), p. 75.
^ ^ H e r z b e r g ,  Work and The N ature  o f  Man, p . 56.
1 qo
• ^Herzberg and Hamlen, M ental H yg iene , pp. 394-401.
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ho ld  members-were i n d i c a t i v e  o f  an e n l ig h te n e d  m a n ag e r ia l  ph ilosophy
133and a m a tu re ,  humane concern  fo r  employees a s  humans. The w orker-
c e n te r e d  env ironm ent e n v is io n e d  by T. Madison Byar in c lu d e d  m eeting
w o rk e rs '  t o t a l  r e q u ire m e n ts  in v o lv in g  c o r r e c t n e s s  o f  match between
t h e i r  i n t e r e s t s  and th o se  of the  f i rm .
B y a r 's  s y n e r g i s t i c  work s e t t i n g  encompassed em ployees '
funadm ental and complex, a b s t r a c t  human c o n c e rn s .  Commonly unders tood
f i rm  g o a l s - - a n d  methods o f  a t t a i n i n g  them—i n t e r f i r m  c o o p e ra t io n ,  and the
c r e a t i o n  of w o r k e r -o r ie n te d  ta s k s  and r e l a t i o n s h i p s  were g u a ra n to r s  of
em ployees ' l o y a l t i e s  and s e l f - a c t u a l i z a t i o n  a m b it io n s .  Communications
f a c i l i t a t i o n  and openness ,  o p tim a l worker in p u t  i n t o  dec is ionm ak ing ,  and
the s u i t a b l e  m atch ing  of pe rso n  to  t a s k  maximized human development a t
w o rl .  In  the  e n l ig h te n e d ,  p ro g re s s iv e  s y n e r g i s t i c  work a r e a ,  human
v a r i a n c e s ,  such as e x p re s s io n s  of i n d i v i d u a l i t y  o r  d e v ia t io n s  from the
o rd in a r y ,  were promoted and encouraged  to  s a t i s f y  the  b road  spectrum
of human c o n c e rn s .  B y a r 's  com passionate  work s e t t i n g  in c lu d e d  i n t e r f i r m
r e l a t i o n s h i p s  to  c o n s t a n t ly  m a in ta in  the  i n t e r n a l  c o n d i t io n  of the
f i rm  and to  c a l l  f o r t h  th e  b e s t  of w o rk e rs '  s e l f -d e v e lo p m e n t  t a l e n t s  
134and s k i l l s .  The s y n e r g i s t i c  work a ren a  was e s s e n t i a l  f o r  optimum
135development o f  human t a l e n t s ,  s k i l l s ,  and a b i l i t i e s .  Worker
u n iq u e n e s s e s ,  i n d i v i d u a l i t i e s ,  and d i v e r s i t i e s  were v a lu e d ,  encouraged ,
l^Owens, pm 170.
1 3 4 ^ i iso n ,  Byar, S h a p iro ,  and S c h e l l ,  S oc io logy  o f  S u p e rv is io n ,
p. 351.
1 ^5Wilson, Byar, Shapiro, and Schell, p. 351.
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and promoted fo r  th e  b e n e f i t  of f irm  and members. P r o g r e s s iv e ,
m u tu a l ly  h e l p f u l  work r e l a t i o n s h i p s  among a l l  f i rm  occupan ts  were
b a la n c e s  f o r  the  i n t e r n a l  s t a t e  of the  o rg a n iz a t io n  and f r e e d  human
t a l e n t s  f o r  s e l f - r e a l i z a t i o n . 136 Andrew W. H a lp in  sh a red  B y a r 's  i n t e r e s t
in  the in f lu e n c e  of o t g a n i z a t i o n a l  a tm ospheres on w orkers .
H alp in  p o p u la r iz e d  o r g a n iz a t i o n a l  openness o f  c l im a te  as
most b e n e f i c i a l  to  w o rk e rs .  High worker i n t e r e s t  and p a r t i c i p a t i o n
in  the  f i rm  and c r e a t i v e  and c o o p e ra t iv e  work r e l a t i o n s h i p s  were s a t i s -
f i e r s  o f  many b a s ic  and more advanced worker d r iv e s .  Freedom of
in fo rm a t io n  flow  and r e c o g n i t i o n  and a d a p ta t io n  of s u i t a b l e  change or
137in n o v a t io n  were m o t iv a to r s  toward s e l f - f u l f i l l m e n t .
E f f i c i e n t ,  com petent a d m in i s t r a t o r s  g e n e ra te d  p ro g re s s iv e
o rg a n iz a t io n  c l im a te s  h e l p f u l  to  w orkers .  E s ta b l is h m e n t  of w orker-
manager t r u s t  and c o o p e ra t iv e n e s s - - a n d  d e m o c ra t ic ,  in fo rm a l work
c o n d i t io n s - -w a s  an im p o rtan t  ta s k  of modern, b e h a v io ra l  a d m in i s t r a t io n .
N o n - th re a te n in g  work a r e a s  c h a l le n g e d  w o rk e rs '  i n t e r e s t s  and c a l l e d
138f o r t h  t h e i r  b e s t  e f f o r t s .  The p s y c h o lo g ic a l  c l im a te  or tone  of
work p la c e s  e n c o u ra g e d --o r  h in d e re d - -w o rk e r s ' q u e s ts  f o r  w o rk - re la t e d
s a t i s f a c t i o n s  and p e r s o n a l  developm ent. N e g a t iv e ,  r e g r e s s iv e  work
s u rro u n d in g s  o r d i n a r i l y  e l i c i t e d  low m ora le ,  r e s i s t a n c e  to  the f irm ,
139and a g g re s s iv e  w orker b e h a v io r s .  Wise use o f  th e o ry  by f i rm  le a d e r s
l ^ W i l s o n ,  Byar, S h a p iro ,  and S c h e l l ,  p .  351.
137owens, O rg a n iz a t io n a l  Behavior in  S c h o o ls , p .  190.
13®Andrew W. H a lp in ,  "Change and O rg a n iz a t io n a l  C lim a te ,"
O n ta r io  J o u rn a l  o f  E d u c a t io n a l  R e se a rc h , V I I I ,  No. 3 ( S p r i n g , 1966),
235.
Owens, p. 168.
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was e s s e n t i a l  to  s a t i s f a c t i o n  o f  human d e s i r e s .  Leader ju d i c io u s ,  
s u i t a b l e  use  of th e o ry  promoted worker s a t i s f a c t i o n s  and the m eeting  
o f  human a m b it io n s .  H alp in  r e a l i z e d ,  however, t h a t  few a d m in i s t r a t o r s  
employed th e o ry  because  o f  f a i l u r e  to  comprehend i t s  meaning and 
u se s .-^ O  John K. H em phill s h a red  H a lp i n 's  view o f  e f f e c t i v e  a d m in i s t r a ­
t i o n  as  c r u c i a l  to  w orker c o n c e rn s .
Hemphill b e l ie v e d  t h a t  w o rk e rs '  d e s i r e s  were w e l l  met by 
a d m in i s t r a t i v e  use  of s i t u a t i o n a l  approaches  to  l e a d e r s h ip  and c o r r e c t  
p r o v is io n  f o r  group v a r i a n c e s .  S iz e ,  s t a b i l i t y ,  and a d a p t a b i l i t y  of 
groups a f f e c t e d  o r  de te rm ined  s u i t a b i l i t y  o f  l e a d e r s h ip  s t y l e s .
Group c o h e s iv e n e ss  and work s a t i s f a c t i o n s  were e s p e c i a l l y  im portan t
d e te rm in e rs  o f  l e a d e r s h ip  type and o th e r  p r o v i s io n s  fo r  group 
141d i f f e r e n c e s .  P e r c e p t iv e ,  speedy d ia g n o s i s  o f  th e  concerns  of
w orkers  in  groups was e s s e n t i a l  to  th e  s a t i s f a c t i o n  of human m o tiv es .
Comprehensive a d m in i s t r a t i v e  knowledge and co rre sp o n d in g  
m a n ag e r ia l  a p p l i c a t i o n  o f  the  components o f  s i t u a t i o n a l  le a d e r s h ip  
te c h n iq u e s - -w o rk  group dynamics and group d ec is io n -m ak in g  p r o c e s s e s - -  
were c r e a t o r s  o f  work env ironm ents  le a d in g  to  human d e v e lo p m e n t .^ ^  
Im portan t in f lu e n c e s  on th e  a b i l i t y  o f  g roups to  s a t i s f y  members were: 
degree  o f  c o n t r o l  or freedom , in t im acy  o r  c lo s e n e s s  o f  members, and
140H a lp in ,  p. 235.
^ I j o h n  K. H em phill ,  S i t u a t i ona l  F a c to r s  in  L eadersh ip  
(Columbus, Ohio: Bureau o f  E d u c a t io n a l  R esea rc h ,  The Ohio S ta t e
U n iv e r s i t y ,  1949), pp. 30-34.
I4^Hemphill, pp. 30-34.
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r e a d i n e s s  to  adm it and f o s t e r  a d ju s tm e n ts  o f  new members. R obert  G. 
Owens re c o g n iz e d  many o f  th e  same l e a d e r s h ip  i n s i g h t s  as  H em phill.
Owens b e l ie v e d  t h a t  e n l ig h te n e d  a d m in i s t r a t i o n  c a l l e d  f o r th  
th e  b e s t  e f f o r t s  o f  f i rm  members. A d m in is t ra to rs - -w h o se  o r g a n iz a t i o n a l  
conduct m ain ly  de te rm ined  th e  q u a l i t y  o f  f i rm  a tm o sp h e re --sh o u ld  
u n d e rs ta n d  o r g a n iz a t io n s  and t h e i r  members. R apid , a c c u ra te  a d m in is ­
t r a t o r s  r e c o g n i t i o n  and d ia g n o s i s  of the  re q u ire m e n ts  of in d iv id u a l s  
and f i rm s  showed concern  f o r  w o rk e r s .
L e a d e rsh ip ,  a complex management a r t ,  was com prised of more 
su b s tan ce  and app roaches  th an  u s u a l ly  a d m it te d  o r  r e a l i z e d .
A d m in i s t r a to r s 1 co n sc io u s  and u nconsc ious  a d a p t a t i o n  of s u i t a b l e ,  p r a c t i c a l  
l e a d e r s h ip  s t y l e s  and te c h n iq u e s  to  the  u n iq u en ess  o f  s e t t i n g s ,  s t a f f s ,  
and th e  l e a d e r ' s  p e r s o n a l i t y  c r e a te d  w o rk e r -c e n te re d  c o n d i t io n s .
Owens, b e h a v io r a l  p la n  f o r  s a t i s f a c t i o n  of w o rk e rs ,  s t r e s s e d  
i n d i v i d u a l s '  o r g a n iz a t i o n a l  r o l e s .  F irm  le a d e r s  who c o r r e c t l y  a s s ig n e d  
r o l e s  and w orkers  o r d i n a r i l y  p e rc e iv e d  members humanely and encouraged  
maximal use  o f  human t a l e n t s - - a  view  c o n s i s t e n t  w i th  openness of 
system  c l i ma t e . Chr i s  A r g y r i s '  p la n  encompassed agreement between 
the  needs of i n d i v id u a l s  and t h e i r  f i r m s .  P rim ary  em phasis was on 
f i rm  r a t i o n a l i t y  and m e c h a n is t i c  a s p e c t s  o f  p ro d u c t io n - -a n d  e x c e l le n c e  
o f  f i rm  c o n s t r u c t  and o p e r a t io n .
A rg y r is  b e l i e v e d  t h a t  f i rm  a d a p t a t i o n  to  w o rk e rs '  needs and 
the  p h y s ic a l  env ironm ent was ev id en ce  o f  i t s  h e a l t h  and v ig o r .
■ ^ - ^ H e m p h i l l  and W es t ie ,  The J o u rn a l  o f  P sycho logy , pp. 325-42. 
l^ O w e n s ,  O rg a n iz a t io n a l  B ehav ior in  S c h o o ls , p. 3.
■^•^Owens, p . 223.
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M anagers ' c l a r i f i c a t i o n  o f  f i rm  g o a l s - - a n d  i n t e r n a l  system
m a in te n a n c e - - c r e a te d  work c o n d i t io n s  s a t i s f y i n g  to  w orkers and 
146m anagers .
The main r e s p o n s i b i l i t y  o f  a d m in i s t r a t o r s  was e s t a b l i s h i n g
and m a in ta in in g  f i rm  lo g ic  and r a t i o n a l i t y  and a s s u r in g  t h a t  only
s e n s i b l e ,  r e a s o n a b le  demands were made o f  em ployees. Wise managers
re c o g n iz e d  and kept w i th in  l i m i t s  i n e v i t a b l e  c o n f l i c t s  between f irm s
147and t h e i r  o ccu p an ts .
T o ta l  a d m in i s t r a t i v e  command and a h i e r a r c h i c a l l y - b a s e d  p a r t s  
p la n  in c lu d e d  job  ass ignm ent and p ro d u c t iv e  c o o r d i n a t i o n - - q u a l i t i e s  
e s s e n t i a l  to  the  c r e a t i o n  of s e c u re ,  s t a b l e  work a r e a s .  Span of 
c o n t r o l ,  l i m i t a t i o n  of s u p e rv is o ry  r e s p o n s i b i l i t y ,  and c h a in  of command 
were i n t e g r a l  to  o r g a n iz a t i o n a l  o p e r a t io n .  C o n tro l  span was n ece ssa ry  
fo r  re a so n a b le  worker-manager r a t i o s  and to  work a r e a s  where r e s p o n s i ­
b i l i t y  cou ld  be f i x e d . A r g y r i s  in te n d e d  to  s a t i s f y  the h ig h e r ,  
a b s t r a c t  d r iv e s  of w o rk e rs ,  as  w e l l  as  t h e i r  e le m e n ta ry  o n es ,  th rough  
e x c e l le n c e  o f  o r g a n iz a t i o n a l  c o n s t r u c t  and smoothness o f  o p e r a t io n .
In  t h i s  env ironm ent,  work s a t i s f a c t i o n s  would a c c r u e ,  and a b s t r a c t  
human d r iv e s  and a m b it io n s  would be r e a l i z e d .  L u ther  G u lick  and 
L ynda ll  Urwick depended more than  had A rg y r is  on S c i e n t i f i c  Management 
to  s a t i s f y  and h o ld  cap a b le  w o rk e rs - -a n d  meet th e  g o a ls  o f  the f irm .
^ ^ A r g y r i s ,  I n t e g r a t i n g  The I n d iv id u a l  and The O r g a n iz a t io n ,
p . 123.
Owens, p . 170
148Argyris, Understanding Organizational Behavior, pp. 12-13.
164
G ulick  and Urwick i n t e r p r e t e d  and used many S c i e n t i f i c
Management p r e c e p t s  to  s a t i s f y  w orkers  and to  c r e a t e  and m a in ta in
p ro d u c t iv e  e f f i c i e n c y .  A d m in is t r a to r s  who used  command u n i t y ,  l i n e  and
s t a f f ,  and the  c a r e f u l  d e l e g a t i o n  o f  d ec is io n -m ak in g  powers and
r e s p o n s i b i l i t i e s  m a in ta in e d  the  i n t e r n a l  e q u i l ib r iu m  of  the  f i rm  and
149a s s u re d  s e c u re ,  o r d e r ly  work c o n d i t i o n s .  These t h e o r i s t s ,  u n l ik e  
H e rb e r t  A. Simon, fa v o re d  span o f  c o n t r o l — th e  l i m i t a t i o n  of a 
l e a d e r ' s  a u t h o r i t y  to  bu t  f i v e  o r  s ix  wo r k e r s . S t r i c t  a t t e n t i o n  
to  d e t a i l s  o f  f i r m  o p e r a t io n ,  sp h e re s  o f  work a u t h o r i t y  f o r  w o rk ers ,  
work s u b d iv i s io n s ,  and m e t ic u lo u s  o v e r a l l  f i rm  p la n n in g  and 
c o o r d in a t io n  were p rom otors  o f  th e  i n t e r e s t s  of w orkers  and the  f i rm .
G ulick  and U rw ick1s management th e o ry  was a s a t i s f i e r  of 
i n d i r e c t l y  r a t h e r  th a n  e x p l i c i t l y .  I n t r i n s i c  f i rm  q u a l i t i e s - -  
s e c u r i t y ,  s a f e t y ,  and p r o v i s io n  f o r  work s a t i s f a c t i o n s ,  m e r i to r io u s  
p ro m o tio n s ,  and r a t i o n a l i t y - - a n d  the  e x e r c i s e  of g r e a t  c a re  in  f i rm  
o p e r a t i o n a l  p ro c e d u re s ,  were g u a ra n to r s  o f  w o rk e rs '  p rim ary  needs and 
complex, s e l f - r e a l i z a t i o n  a m b it io n s .  When f i rm s  were p ro p e r ly  b u i l t - - a n d  
w is e ly  and e f f i c i e n t l y  r u n - - w o r k e r s 1 concerns  would n a t u r a l l y  be met.
The t h i r d ,  f i n a l  p a r t  o f  C hap ter  6 was a com parison and 
c o n t r a s t  of some a d m i n i s t r a t i v e  c o n c e p ts  used  by t h e o r i s t s  o f  v a r i e d  
e r a s  to  g a in  e f f i c i e n c y  and meet w o rk e rs '  human n e e d s .  Though t h e o r i s t s  
o f  a l l  e r a s  e x p re s s e d  concern  f o r  i n d u s t r i a l  e f f i c i e n c y ,  each  p ro v id e d - -  
e x p l i c i t l y  o r  i m p l i c i t l y - - f o r  w o rk e rs '  human development a t  work.
1 £.9 Lucio and McNeil, S u p e rv is io n :  A S y n th e s is  o f  Thought and
A c t io n , p .  26.
l^Oculick and Urwick, Papers on The Science of Administration,
p. 3.
165
THEORY COMPARISONS AND CONTRASTS
T h e o r i s t s  o f  each  e r a  n a t u r a l l y  promoted the  main i n t e r e s t  
o f  m a n a g e m e n t- - e f f ic ie n t  p ro d u c t io n  o f  a p ro d u c t  o r  s e r v i c e .  T h e o r i s t s  
o f  a l l  e r a s  w ere ,  though , c o n s id e r a te  and p e r c e p t iv e  enough to  re c o g n ize  
and c l e a r l y  o r  i n h e r e n t ly  p ro v id e  f o r  em ployees ' human c o n c e rn s .
F ig u re  9 (COMPARISONS-CONTRASTS OF MAJOR THEORIES) shows a d m in i s t r a t i v e  
c o n c e p ts  common to  S c i e n t i f i c  Management, Human R e l a t i o n s ,  and the  
P o s t - 1 9 5 0 's  e r a s  as  w e l l  as  c o n c e p ts  common to  a l l  t h r e e  e r a s .
T a y lo r ,  F a y o l ,  and Weber promoted the  fo l lo w in g  a d m in i s t r a t i v e  
p r e c e p t s  and p r a c t i c e s  to  f u r t h e r  th e  i n t e r e s t s  of f i rm s  and t h e i r  
members: human e n g in e e r in g ,  th e  most e f f i c i e n t  employment o f  w o rk ers ,
s c i e n t i f i c a l l y - c h o s e n  and t r a i n e d  forem en, c r e a t i o n  and co n t in u an ce  
of v ig o ro u s  work s e t t i n g s ,  s ta te m e n ts  o f  f i rm  g o a l s ,  f i rm  r a t i o n a l i t y  
and l o g i c ,  and e x c e l le n c e  of f i rm  c o n s t r u c t .
T a y lo r  and Fayo l p a id  s p e c i a l  a t t e n t i o n  to  "economic man" 
m o t iv a t io n ,  w orker-m anager c o o p e r a t io n ,  and the  use  of s c i e n t i f i c  
m a n a g e r ia l  p r i n c i p l e s .  Fayo l and Weber fav o re d  p r o f e s s i o n a l  t r a i n i n g  
f o r  a d m i n i s t r a t o r s .  T ay lo r  and Weber adhered  to  s c i e n t i f i c  a n a ly s e s  
o f  the  t o t a l  f i rm  and t a s k  a rrangem ent and a ss ig n m e n t .
T a y lo r  a lo n e  r o u t i n e l y  used and p o p u la r iz e d  s c i e n t i f i c  job 
a n a l y s e s ,  c r e a t i o n  o f  harmonious w orker-m anager r e l a t i o n s h i p s ,  the  n e a r  
e q u a l i t y  o f  employee-manager work d i v i s i o n ,  f i n a n c i a l  rew ards f o r  
w o rk e rs ,  and the  s c i e n t i f i c  measurement o f  a p ro p e r  work day fo r  
w o rk e rs .  F ay o l (b u t  n o t  T ay lo r  o r  Weber) encouraged  s e p a r a t e  f a c t o r y  
a d m i n i s t r a t i o n ,  the  s e a rc h  f o r  a u n iv e r s a l  s e t  of a d m in i s t r a t i v e  
p r e c e p t s ,  and p la n n in g ,  c o o r d in a t in g ,  c o n t r o l l i n g ,  f o r e c a s t i n g ,  and
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commanding. Weber p la c e d  s p e c i a l  s t r e s s  on s c i e n t i f i c  t a s k  s p e c i a l i z a ­
t i o n ,  w r i t t e n  r u l e s  of f i rm  b e h a v io r  and d u ty ,  the  s c i e n t i f i c  m atching  
o f  w orkers  and work, and l i f e t i m e  appoin tm ent to  the  o r g a n iz a t io n .
Human R e la t i o n s  t h e o r i s t s '  most p r e s s in g  concern  was s a t i s f a c t i o n  
o f  w orker am b it io n s  in  th e  work p l a c e .  F req u en t  worker-manager c o n s u l t a -  
t i o n s - - a n d  th e  c a r e f u l  s t r u c t u r i n g  o f  work a re a s - -w e re  two common Human 
R e la t io n s  p r a c t i c e s .  Human R e la t i o n s  r e s e a r c h e r s  Mary P a rk e r  F o l l e t t ,  
E l to n  Mayo, K urt Lewin, and F r i t z  R o e th l i s b e r g e r  and W illiam  D ickson 
encouraged  th e  fo l lo w in g  a d m in i s t r a t i v e  p r e c e p ts  to  s a t i s f y  w o rk e rs '  
and f i rm  n ee d s :  r e s e a r c h  i n t o  w orker-w ork in te rd e p e n d e n c ie s ,  s t u d i e s
of  d em ocra tic  s u p e r v is io n  and p e rs o n n e l  r e l a t i o n s h i p s ;  r e s e a r c h  in to  
in fo rm a l  f i rm  s t r u c t u r e s ;  e s ta b l i s h m e n t  and c o n t in u an ce  of v ig o ro u s ,  
c r e a t i v e  p la c e s  o f  work; p r o v i s io n  f o r  w o rk e rs '  f e e l i n g s  and t h e i r  
e f f e c t s  on f i rm  b e h a v io r s ;  r e c o g n i t io n  of the  e f f e c t s  o f  a d m in i s t r a t o r s  
on w orker m orale  and e f f i c i e n c y ;  c r e a t i o n  o f  harm onious, c o o p e ra t iv e  
work r e l a t i o n s h i p s ;  e s ta b l i s h m e n t  o f  d e s i r a b l e  p la c e s  o f  work; and the 
m ee ting  o f  w o rk e rs '  p r im ary  and h ig h e r ,  a b s t r a c t  human n eed s .
Lewin, Mayo, and F o l l e t t  ( b u t  n o t  R o e th l i s b e r g e r  and D ickson) 
adhered  to  r e s e a r c h  i n t o  w orker m orale  and work group dynamics.
Mayo, R o e th l i s b e r g e r  and D ickson , and F o l l e t t  em phasized r e c o g n i t io n  
o f  c h a n g e a b i l i t y  o f  worker a t t i t u d e s ,  worker-m anager c o o p e ra t io n ,  
worker-m anager c o n s u l t a t i o n s ,  th e  v a lu e  o f  group c o h e s io n ,  the  
s a t i s f y i n g  o f  w o rk e rs '  s e l f - a c t u a l i z a t i o n  a m b it io n s ,  and f i rm  g o a ls  
o r  o b j e c t i v e s .
Mayo and R o e th l i s b e r g e r  and D ickson (b u t  n o t  Lewin o r  F o l l e t t )  
s t r e s s e d  r e c o g n i t i o n  o f  th e  l i m i t s  o f  a d m in i s t r a t iv e  c o n t r o l ,  most 
e f f i c i e n t  employment o f  w o rk e rs ,  r e a l i z a t i o n  o f  th e  v a lu e  of teamwork,
167
job  s a t i s f a c t i o n s ,  and in fo rm a l  work g ro u p s ,  a d m in i s t r a t i v e  e x p e r t i s e  
in  Human R e la t io n s  d ia g n o s t ic  s k i l l s ,  and c o n s ta n t  r e s e a r c h  in to  
w o rk e rs '  o r g a n iz a t i o n a l  b e h a v io r s .
F o l l e t t  in  p a r t i c u l a r  reco g n ized  p s y c h o lo g ic a l  and s o c i a l  
impediments to  f i rm  change and s t r e s s e d  e q u i ty ,  s t a t u s ,  and o p p o r tu n i t i e s  
f o r  w o rk e rs '  human development a t  work. F o l l e t t  and Mayo u n d ers to o d  the 
com plex ity  of m o t iv a t io n ;  and Lewin r e s e a rc h e d  the  e f f e c t s  on w orkers 
o f  le a d e r s h ip  s t y l e ,  and re c o g n iz e d  th e  e f f e c t s  on f i rm s  of l e a d e r s .
B eh av io ra l  a d m in i s t r a t iv e  th e o ry  was l a r g e ly  a com posite ,  
b le n d in g ,  and r e a r r a n g in g  o f  S c i e n t i f i c  Management and Human R e la t io n s  
b e l i e f s .  O r g a n iz a t io n a l  b eh av io r  o f  w orkers  and group dynamics were 
two a r e a s  of s p e c i a l  i n t e r e s t  to  c u r r e n t ,  modern a d m in i s t r a t i v e  
t h e o r i s t s .
P o s t - 1 950 's Era
In the  c u r r e n t ,  b e h a v io ra l  e r a ,  t h e o r i s t s  employed v a r ie d  
methods and means to  promote f i rm  concerns  and to  meet w o rk e rs '  human 
i n t e r e s t s .  Though th e  in f lu e n c e  of S c i e n t i f i c  Management was e v id e n t  in  
many modern t h e o r i e s ,  Human R e l a t i o n s - - w i th  i t s  s t ro n g  emphasis on 
c o n s id e r a t io n  fo r  w orkers  and worker s e lf -d e v e lo p m e n t  th rough  work-- 
g r e a t l y  a f f e c t e d  c u r r e n t  s t r u c t u r a l i s t  th e o ry .
B arnard , Simon, H em phill ,  McGregor, Owens, H erzberg , Maslow, 
G e tz e ls  and Guba, P a rs o n s ,  E t z io n i ,  G r i f f i t h s ,  H a lp in ,  and Byar 
encouraged  work s e t t i n g s  com patib le  to  w o rk e rs '  s e l f - a c t u a l i z a t i o n  
d r iv e s  and a m b it io n s .  Each of th e  t h e o r i s t s  named above ex cep t 
H erzberg  and Maslow—p lu s  A rg y r is  and M o r t- - re c o g n iz e d  the  e f f e c t s  
on f i rm s  o f  l e a d e r s .  B arnard ,  A rg y r is ,  G u lick  and Urwick, and Mort.
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advoca ted  w o rk e r -c e n te re d  work a r e a s .  R eco g n i t io n  of the  e f f e c t s  of 
f i rm  a tm ospheres  on g o a ls  was a t e n e t  o f  a l l  b e h a v io ra l  t h e o r i s t s  
e x c e p t  H erzberg , Maslow, G u lick  and Urwick, and Mort.
S ta tem en ts  o f  f i rm  g o a ls  or o b j e c t i v e s  was advoca ted  by the  
fo l lo w in g  t h e o r i s t s :  B arnard ,  Simon, McGregor, P a r s o n s ,  E t z i o n i ,
G r i f f i t h s ,  H a lp in ,  A rg y r is ,  G u lick  and Urwick, and B y a r . P ro v is io n  
fo r  the  unique needs o f  group members was employed by H em phill,
McGregor, Owens, H erzberg ,  Maslow, G e tz e ls  and Guba, P a rso n s ,  E t z i o n i ,  
G r i f f i t h s ,  and Byar. Leader knowledge o f  group dynamics was a p re c e p t  
of B arn a rd ,  Simon, H em phill,  McGregor, Owens, G e tz e ls  and Guba, 
G r i f f i t h s ,  A rg y r is ,  and Byar. B arn a rd ,  Simon, H em phill,  McGregor,
Owens, G e tz e ls  and Guba, P a rs o n s ,  E t z i o n i ,  and Byar re c o g n iz e d  and 
encouraged the  i n s i g h t  t h a t  f i rm  r o l e s  com prised  the  o r g a n iz a t io n .  
B arnard ,  Simon, G e tz e ls  and Guba, P a rso n s ,  E t z i o n i ,  G r i f f i t h s ,  A rg y r is ,  
G u lick  and Urwick, and Byar promoted and urged  system m ain tenance  and 
s t a b i l i t y .  Human R e la t io n s  t r a i n i n g  f o r  a d m in i s t r a t o r s  was fav o red  and 
p r a c t i c e d  by H em phill,  McGregor, Owens, G e tz e ls  and Guba, P a rs o n s ,  
E t z i o n i ,  G r i f f i t h s ,  H a lp in ,  and Byar.
B arnard ,  Simon, Owens, G e tz e ls  and Guba, P a rs o n s ,  E t z i o n i ,  
A rg y r i s ,  and Byar promoted fo rm a l- in fo rm a l  f i rm  group congruence o r  , 
needs  ag reem en t.  C o r re c t  match of w orkers  and work was a p re c e p t  of 
B arnard ,  Simon, G e tz e ls  and Guba, P a rso n s ,  E t z i o n i ,  A rg y r is ,  G u lick  
and Urwick, and Byar. W orker-f irm  needs harmony was c o n s id e re d  
n e c e ss a ry  by B arn a rd ,  Simon, Owens, G e tz e ls  and Guba, P a rso n s ,
E t z i o n i ,  A rg y r i s ,  and Byar. H em phill,  McGregor, Owens, G r i f f i t h s ,  
H a lp in ,  A rg y r is ,  and Byar r e a l i z e d - - a n d  urged  o th e r s  t o - - t h e  im portance  
o f  q u a l i t y  w orkers  to  f i rm  s u c c e s s .  B arnard ,  Simon, G e tz e ls  and Guba,
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A r g y r i s ,  G u lick  and Urwick, and Byar f o s t e r e d  communications 
e f f i c i e n c y  w i th in  th e  f i rm .  B arn a rd ,  Simon, G e tz e ls  and Guba, P a rso n s ,  
E t z i o n i ,  and Byar p o in te d  to  th e  im pact of s o c i a l  f o r c e s  on the 
o r g a n iz a t i o n .
B arn a rd ,  Simon, McGregor, G e tz e ls  and Guba, and E tz io n i  
e s t a b l i s h e d  needs b a la n c e s  between w orkers  and f i rm s .  B arnard , Simon, 
H em phill,  McGregor, and Owens ana ly zed  l e a d e r s h ip  and i t s  im p l i c a t io n s .  
B a rn a rd ,  Simon, McGregor, A rg y r i s ,  and G u lic k  and Urwick p o p u la r iz e d  
r a t i o n a l i t y  of f i rm  c o n s t r u c t .  B arnard ,  Simon, Owens, and H alp in  
u rged  c a r e  i n  le a d e r  s e l e c t i o n ,  t r a i n i n g ,  and r e t e n t i o n .  B arnard ,
Simon, A rg y r i s ,  and G u lick  and Urwick met w o rk e rs '  human concerns  
th rough  f irm  c o n s t r u c t  e x c e l l e n c e .  H em phill ,  McGregor, Owens, and 
G e tz e ls  and Guba fav o red  and p r a c t i c e d  s i t u a t i o n a l  approaches  to  
l e a d e r s h ip .  McGregor, G r i f f i t h s ,  H a lp in ,  and Byar advoca ted  openness 
o f  s o c i a l  system s w i th in  f i rm s .  B arnard ,  Simon, A rg y r is ,  and G ulick  
and Urwick encouraged  c a re  in  f i rm  c o n s t r u c t i o n  and o p e r a t io n .  B arnard , 
Simon, P a rs o n s ,  and Byar promoted use of v a r i e d  m o t iv a to r s .  H em phill,  
Owens, G r i f f i t h s ,  and Byar u t i l i z e d  w orker in p u t  in t o  f irm  
dec i  s ionm aking .
B arn a rd ,  Simon, and Owens advoca ted  p r o f e s s i o n a l l y - t r a i n e d  
a d m in i s t r a t o r s .  B a rn a rd ,  Simon, and P a rso n s  e s t a b l i s h e d  t o t a l  f irm  
system s c o o r d in a t io n  I s o l a t i o n  o f  th e  e lem en ts  of e f f i c i e n c y  
p re c e p t  o f  H em phill ,  A rg y r is ,  and G u lick  and Urwick. Maslow, G e tz e ls  
and Guba, and Byar proposed  work a r e a s  to  meet the t o t a l  human 
re q u ire m e n ts  of w orkers .  G e tz e ls  and Guba, P a rs o n s ,  and E tz io n i  
developed  s o c i a l  system  models to  e x p la in  w o rk e r - f i rm  need s .  H em phill, 
Owens, and Byar i d e n t i f i e d  and c a l l e d  a t t e n t i o n  to  th e  im pact of
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i n d i v id u a l  and group q u a l i t i e s .  P a rs o n s ,  E t z i o n i ,  and A rg y r is  
p o p u la r i z e d  and fa v o re d  i n t e l l i g e n t  d e l e g a t io n  of f i rm  a u t h o r i t y  and 
pow er.
Maslow and H erzberg  c r e a te d  human needs  schemes o r  pyramids 
to  e x p la in  w orker m o t iv a t io n s  in  o r g a n i z a t i o n s .  H emphill and A rg y r is  
i d e n t i f i e d  and prom ptly  r e s o lv e d  w o rk e r - f i rm  c o n f l i c t s .  Leader 
de tachm en t,  c o n t r o l  span , c h a in  o f  command, and l i n e  and s t a f f  were 
p r a c t i c e s  advoca ted  by A rg y r is  and G u lick  and Urwick. Barnard  and 
Simon p ro v id e d  f o r  f i rm  s t a t u s  system s. A rg y r is  and G ulick  and Urwick 
used  d i v i s i o n  o f  work and t a s k  s p e c i a l i z a t i o n .  Owens and Mort 
encouraged  use of th e o ry  by a d m in i s t r a t o r s .  P a rsons  and A rg y r is  
f a v o re d  and promoted t o t a l  f i r m  e n v iro n m e n ta l  a d a p t a t i o n .
Simon u rged  use  o f  v a r i e d  work in c e n t iv e s  o r  m o t iv a to r s .
G u lick  and Urwick s tu d ie d  c o o r d in a t io n ,  d i r e c t i o n ,  r e p o r t i n g ,  and 
b u d g e t in g .  Byar em phasized s y n e r g i s t i c  work en v iro n m en ts .  G u lick  
and Urwick c h a r t e d  f i rm  r e l a t i o n s h i p s  and co u n se le d  r e s p o n s ib le  
d e l e g a t i o n  o f  a u t h o r i t y .  F i n a l l y ,  Byar encouraged  and promoted 
prom pt, a p p r o p r ia te  a d o p t io n  o f  in n o v a t io n s .
A l l  t h e o r i s t s  of each  m ajor e r a  o f  th e o ry  c r e a t i o n - - S c i e n t i f i c  
Management, Human R e l a t i o n s ,  and P o s t - 1 9 5 0 's —e x p re s se d  concern  f o r  
p ro d u c t iv e  e f f i c i e n c y  and f o r  w orkers  a s  human b e in g s .  Each S c i e n t i f i c  
M an ag e r--T a y lo r , F a y o l ,  and Weber—t r i e d  to  employ f i r m  w orkers  most 
e f f i c i e n t l y ,  a s  d id  Mayo and R o e th l i s b e r g e r  and D ickson o f  the  Human 
R e la t io n s  e r a .  I n  th e  b e h a v io ra l  e r a ,  B a rn a rd ,  Simon, and A rg y r is ,  
and G u lic k  and Urwick were ad v o c a te s  o f  the  most e f f i c i e n t  employment 
o f  f i rm  w orkers  and c a re  in  f i rm  c o n s t r u c t i o n  and o p e r a t io n .  Worker- 
manager c o o p e ra t io n  was a s p e c i a l  conce rn  o f  S c i e n t i f i c  Managers T ay lor
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and F a y o l ,  Human R e la t i o n s  p ro ponen ts  F o l l e t t ,  Mayo, and R o e th l i s b e r g e r  
and D ickson , and b e h a v io r a l  t h e o r i s t s  B a rn a rd ,  Simon, G e tz e ls  and Guba, 
P a r s o n s ,  E t z i o n i ,  and Byar. Development and c o n t in u an ce  of v ig o ro u s ,  
c r e a t i v e  work env ironm en ts  was c o n s id e re d  e s s e n t i a l  by S c i e n t i f i c  
Managers T a y lo r ,  F a y o l ,  and Weber, Human R e la t i o n s  t h e o r i s t s  F o l l e t t ,  
Mayo, and R o e th l i s b e r g e r  and D ickson , and b e h a v io r a l  t h e o r i s t s  B arnard  
and Simon, G e tz e ls  and Guba, P a r s o n s ,  E t z i o n i ,  G r i f f i t h s ,  H a lp in ,  and 
Byar. The e s ta b l i s h m e n t  o f  harm onious, c o o p e ra t iv e  work r e l a t i o n s h i p s  
was advoca ted  by T ay lo r  ( S c i e n t i f i c  Management), F o l l e t t ,  Mayo, 
R o e th l i s b e r g e r  and D ickson (Human R e l a t i o n s ) ,  and Barnard  and Simon, 
McGregor, G e tz e ls  and Guba, P a r s o n s ,  G r i f f i t h s ,  H a lp in ,  and Byar 
(P o s t -1 9 5 0 1s ) . F i n a l l y ,  m ee ting  w o rk e rs '  p r im ary  and h ig h e r  human 
d r iv e s  was a prime i n t e r e s t  and concern  o f  Human R e la t io n s  t h e o r i s t s  
F o l l e t t ,  Mayo, R o e th l i s b e r g e r  and D ickson , and Lewin and b e h a v io ra l  
managers B a rn a rd ,  McGregor, H erzberg ,  Maslow, G e tz e ls  and Guba, H a lp in ,  
and Byar.
R e l a t i v e l y  few a d m in i s t r a t i v e  c o n c e p ts  were used in  a l l  th r e e  
m ajor e r a s  o f  th e o ry  c r e a t i o n - - S c i e n t i f i c  Management, Human R e l a t i o n s ,  
and  B e h a v io r a l .  Most a d m in i s t r a t i v e  p r e c e p ts  rem ained e s s e n t i a l l y  
u n a l t e r e d  w i th i n  e r a s .  For exam ple, human e n g in e e r in g ,  the  s c i e n t i f i c  
choos ing  and t r a i n i n g  o f  forem en, and the  s c i e n t i f i c  d e te rm in a t io n  of 
a p ro p e r  work day f o r  w orkers  were e x p l i c i t  p r a c t i c e s  of S c i e n t i f i c  
Management, b u t  o f  no o th e r  e r a  a s  such . F requency of worker-manager 
c o n s u l t a t i o n s ,  r e c o g n i t i o n  o f  the  in f lu e n c e  o f  w o rk e rs '  f e e l i n g s  on 
co n d u c t ,  and a d m in i s t r a t i v e  e x p e r t i s e  in  human r e l a t i o n s  d ia g n o s t i c  
s k i l l s  were m a in ly  Human R e la t io n s  p r a c t i c e s .
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Most b e h a v io r a l  t h e o r i e s  were a s y n th e s i s  of S c i e n t i f i c  
Management and Human R e la t i o n s  b e l i e f s .  In the  modern, s t r u c t u r a l i s t  
e r a ,  e a r l i e r  t h e o r i e s  (m ain ly  Human R e l a t i o n s )  were combined w ith  the  
id e a s  o f  c u r r e n t  t h e o r i s t s - - a n d  worded or e n u n c ia te d  d i f f e r e n t l y .
For exam ple, c e r t a i n  modern t h e o r i s t s  advoca ted  p r e c e p ts  which were 
s i m i l a r  to  th o se  o f  S c i e n t i f i c  Management and Human R e l a t i o n s .
S c i e n t i f i c  job  a n a ly s e s ,  s c i e n t i f i c  a n a l y s i s  of th e  t o t a l  f i rm ,  near  
e q u a l i t y  o f  w orker-m anager work, monetary i n c e n t iv e s  f o r  w o rk ers ,  t a s k  
a rrangem ent and ass ig n m e n t,  worker-manager c o o p e r a t io n ,  p r o f e s s i o n a l l y -  
t r a i n e d  a d m in i s t r a t i v e  s t a f f s ,  and s c i e n t i f i c  t a s k  s p e c i a l i z a t i o n  were 
S c i e n t i f i c  Management p r e c e p ts  which were a l t e r e d  in  the  b e h a v io r a l  
e r a .  Some Human R e la t i o n s  b e l i e f s  which were r e a r ra n g e d  in  the 
b e h a v io r a l  e r a  w ere: s tu d i e s  of w orker-w ork  i n t e r r e l a t i o n s h i p s  or
d e p e n d e n c ie s ,  r e s e a r c h  i n t o  w orker m orale and work group dynamics, 
r e s e a r c h  i n t o  dem ocra tic  s u p e r v is io n  and p e r s o n n e l  r e l a t i o n s ,  s t u d i e s  
o f  in fo rm a l  f i rm  s t r u c t u r e s ,  r e c o g n i t io n  o f  p s y c h o lo g i c a l - s o c i a l  
b a r r i e r s  to  change , r e c o g n i t io n  of th e  in f lu e n c e  o f  a d m in i s t r a t o r s  
on m orale  and p r o d u c t io n ,  c o n t in u a l  s t u d i e s  and r e s e a r c h  in t o  w o rk e rs '  
f i rm  co n d u c t ,  l e a d e r s h ip  s t u d i e s ,  r e c o g n i t i o n  of th e  im portance of 
group c o h e s io n ,  m ee ting  w o rk e rs ,  s e lf - im p ro v em e n t n e e d s ,  and the  
c r e a t i o n  o f  d e s i r a b l e  c o n d i t io n s  of work.
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Chapter 7
SUMMARY, FINDINGS, IMPLICATIONS,
AND RECOMMENDATIONS
This study  was conducted  to  de term ine  i f  th e re  were common 
b e l i e f s  and s t r a i n s  of though t in  m ajor a d m in i s t r a t iv e  th e o r i e s  of 
d i f f e r e n t  e r a s .  An ex am in a t io n  was made o f  the  r e l a t e d  subproblems 
of (1 )  w hether t h e o r i e s  o f  th e  C a m e ra l i s t s  and Woodrow Wilson 
in f lu e n c e d  l a t e r  t h e o r i e s ,  (2) w hether S c i e n t i f i c  Management t h e o r i e s  
were a l t e r e d  in  th e  Human R e la t i o n s  e r a ,  (3) w hether  Human R e la t io n s  
t h e o r i e s  were changed in  th e  b e h a v io r a l  e r a ,  and (4) w hether the 
a n te c e d e n ts  o f  b e h a v io r a l  t h e o r i e s  were c e r t a i n  S c i e n t i f i c  Management 
and Human R e la t io n s  t h e o r i e s .
The s tu d y  was l im i t e d  to  an exam ina tion  of s e le c te d  ad m in is ­
t r a t i v e  t h e o r i e s  from ap p ro x im a te ly  1900 to  1970. The p r e - tw e n t i e t h  
ce n tu ry  a d m in i s t r a t iv e  th o u g h t of the  C a m e ra l i s t s  and Woodrow Wilson 
was a l s o  b r i e f l y  examined as  a p re lu d e  to  l a t e r  t h e o r i e s .  A f u r t h e r  
l i m i t a t i o n  was the  p la c in g  o f  major emphasis on S c i e n t i f i c  Management 
and Human R e la t io n s  and t h e i r  in f lu e n c e s  on b e h a v io r a l  t h e o r i e s .
I t  was assumed (1) t h a t  common e lem en ts  o r  b e l i e f s  were 
p r e s e n t  in  a l l  im p o rtan t  t h e o r i e s ,  (2) t h a t  S c i e n t i f i c  Management 
was u n r e la t e d  to  t h e o r i e s  o f  the  C a m e ra l i s t s  and Woodrow W ilson,
(3) t h a t  S c i e n t i f i c  Management or C l a s s i c a l  th e o r i e s  were a l t e r e d  in  
th e  b e h a v io ra l  e r a ,  (4 )  t h a t  S c i e n t i f i c  Management and Human 
R e la t io n s  t h e o r i e s  were the  fo u n d a t io n  fo r  b e h a v io ra l  t h e o r i e s ,
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(5) t h a t  com prehension of a d m in i s t r a t i v e  t h e o r i e s  i s  u s e f u l  to  
a d m i n i s t r a t o r s ,  and (6 ) t h a t  knowledge o f  a d m in i s t r a t i v e  t h e o r i e s  
shou ld  improve a d m i n i s t r a t o r s '  p e rfo rm an ces .
A l l  m ajor a d m in i s t r a t i v e  and s u p e rv is o ry  t h e o r i e s ,  e s p e c i a l l y  
i n  th e  S c i e n t i f i c  Management and Human R e la t i o n s  e r a s ,  c o n ta in e d  some 
common b e l i e f s ,  c o n c e p ts ,  and g o a l s .  A l l  m ajor S c i e n t i f i c  Management 
t h e o r i s t s - - F r e d e r i c k  W. T a y lo r ,  H en ri F a y o l ,  and Max Weber--were most 
concerned  w ith  worker o r  p ro d u c t iv e  e f f i c i e n c y .  Yet each  t h e o r i s t ' s  
a d m in i s t r a t i v e  co n ce p ts  w e re ' g u a ra n to r s  f o r  m eeting  the  human needs of 
w o rk e r s - - a  major Human R e la t io n s  em phasis .
Each Human R e la t io n s  t h e o r i s t —Mary P a rk e r  F o l l e t t ,  E l to n  
Mayo, F r i t z  R o e th l i s b e r g e r  and W illiam  J .  D ickson--w as concerned  
m ain ly  w i th  s a t i s f y i n g  w o rk e rs '  n e e d s - - a n  e x p re s s io n  of concern  f o r  
the  p e rso n .  A l l  Human R e la t io n s  t h e o r i s t s ,  however, were i n t e r e s t e d  
in  g a in in g  and im proving p ro d u c t iv e  o r  f i r m  e f f i c i e n c y - - t h e  most 
p r e s s in g  i n t e r e s t  o f  S c i e n t i f i c  Managers.
B eh av io ra l  t h e o r i s t s  b lended  and combined t h e i r  a d m in i s t r a t i v e  
id e a s  and p r e c e p ts  w i th  th o se  of e a r l i e r  t h e o r i s t s ,  p a r t i c u l a r l y  th o se  
o f  th e  Human R e la t io n s  e r a .  The humane, w o rk e r -c e n te re d  p h i lo so p h y  of 
Human R e la t io n s  t h e o r i s t s - - t h e  s t r u c t u r i n g  of work p la c e s  and c o n d i t io n s  
to  f u r t h e r  w o rk e rs '  i n t e r e s t  and human re q u i re m e n ts ,  and s tu d i e s  of 
l e a d e r s h ip  q u a l i t y ,  group dynam ics, and o r g a n iz a t i o n a l  c l im a t e s - - e x e r t e d  
a f a r  g r e a t e r  in f lu e n c e  on modern, b e h a v io ra l  t h e o r i e s  th an  d id  the 
m e c h a n ic a l ,  im persona l c h a r a c t e r  o f  S c i e n t i f i c  Management.
The p rim ary  fo cu s  and concern  of S c i e n t i f i c  Management (1910-1935) 
t h e o r i s t s - - w h i c h  a ro se  a s  a consequence o f  the  a c c e l e r a t i n g  I n d u s t r i a l  
R ev o lu t io n  in  th e  U n ited  S ta t e s - -w a s  p ro d u c t iv e  o r  f a c to r y  e f f i c i e n c y ,
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i t s  d is c o v e ry  and ways to  in c re a s e  i t .  F r e d e r i c k  W. T a y lo r ,  p io n e e r  
S c i e n t i f i c  Manager, b e l ie v e d  tim e and m otion  s tu d i e s  a t  w ork--and  
m a n ip u la t io n  of w orkers  and th e  m echanics of th e  p ro d u c t iv e  p r o c e s s - -  
was th e  most l o g i c a l  means to  improved e f f i c i e n c y .  H en ri F ayo l met the 
demands of e f f i c i e n c y  th rough  e x p e r t l y  t r a i n e d  top  a d m in i s t r a t i v e  and 
s u p e rv is o ry  p e r s o n n e l - - a n d  c a r e f u l ,  s y s te m a t ic  c o n t r o l  of th e  
p ro d u c t iv e  p r o c e s s .  Max W eber 's  means o f  prom oting  e f f i c i e n c y  was in  
th e  exem plary c h a r a c t e r  and q u a l i t y  of b u re a u c ra c y ,  the  i d e a l  
o r g a n iz a t i o n a l  form. The p r o f e s s i o n a l i z a t i o n  of b u r e a u c ra c y - - in c lu d in g  
l i f e t i m e  appoin tm ent f o r  members—was to  be a g u a ra n to r  o f  e f f i c i e n c y .
N e i th e r  S c i e n t i f i c  M anag er--T ay lo r ,  F a y o l ,  o r  Weber--made c l e a r ,  
e x p l i c i t  p r o v i s io n s  f o r  m ee ting  the  human con ce rn s  of w o rk e rs .  T h is  
was to  be d o n e - - i f  a t  a l l - - a s  an a d ju n c t  to  e x c e l le n c e  of f i rm  c o n s t r u c t  
and the  c a r e f u l  o rd e r in g  and r e g u l a t i n g  o f  the  work p la c e  and the  
p ro d u c t iv e  p r o c e s s .
Human R e la t io n s  was a r e a c t i o n  to  th e  m e th o d ic a l  s y s t e m a t i z a t io n  
o f  S c i e n t i f i c  Management--and i t s  e v id e n t  l a c k  of com passion fo r  w orkers  
as  p e o p le .  Whereas under S c i e n t i f i c  Management, concern  f o r  w o rk e rs '  
humanness had been  secondary  to  e f f i c i e n c y ,  th e  r e v e r s e  of t h i s  
s i t u a t i o n  was t r u e  of th e  Human R e la t io n s  e r a .  C o n s id e ra t io n  fo r  
w orkers  a s  p e o p le ,  u t i l i z a t i o n  o f  w o rk e r s '  f e e l i n g s ,  a t t i t u d e s ,  and 
v e r b a l  in p u t  i n t o  f i rm  d ec is io n m ak in g ,  and m a n ip u la t io n s  of the  work 
p la c e  to  p le a s e  and s a t i s f y  w orkers  were common to  Human R e l a t i o n s .  
P ro d u c t iv e  g a in  o r  e f f i c i e n c y  was ta k en  f o r  g ra n te d  by Human R e la t io n s  
t h e o r i s t s  who b e l i e v e d  t h a t  happy, w e l l - s a t i s f i e d  employees would 
n a t u r a l l y  be e f f i c i e n t  p ro d u c e r s .
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B eh a v io ra l  e r a  a d m in i s t r a t i v e  t h e o r i e s  were g e n e r a l ly  a 
com bination  and s y n th e s i s  of S c i e n t i f i c  Management and Human R e la t io n s .  
Modern, s t r u c t u r a l i s t  a d m in i s t r a t i v e  t h e o r i s t s  gave much a t t e n t i o n  to 
the  Human R e la t io n s  conce rns  o f  o r g a n iz a t i o n a l  needs congruences  and 
em ployees ' b eh a v io rs  in  f i r m s ,  group d ec is ionm ak ing ,  s t a t u s  system s 
w i th in  o r g a n iz a t i o n s ,  m o t iv a t io n a l  s t u d i e s ,  and o r g a n iz a t i o n a l  work 
c l im a te s  and f i rm  com m unications. The in f lu e n c e  of S c i e n t i f i c  Management 
was e v id e n t  in  concern  f o r  l i n e  and s t a f f ,  c h a in  of command, c o n t ro l  
span ,  and work d i v i s i o n .
Comparisons and c o n t r a s t s  in  use of s e l e c t e d  a d m in i s t r a t iv e  
co n ce p ts  among c e r t a i n  t h e o r i s t s  in  C hap te rs  3 , 4 ,  and 5--SCIENTIFIC 
MANAGEMENT AND EARLIER THEORIES, HUMAN RELATIONS MOVEMENT, and POST- 
1950 ' S ADMINISTRATIVE THEORIES--were made in  C hap ter  6 . The major 
u n i fy in g  p a r t s  o f  th e  s tu d y - - th e o r y  com parisons and c o n t r a s t s - - w e r e  made 
among c e r t a i n  s e l e c t e d  a d m in i s t r a t i v e  co n cep ts  w i th in  e r a s  and, i f  
w a r ra n te d ,  between o r  among t h e o r i s t s  of d i f f e r e n t  e r a s .
The on ly  a d m i n i s t r a t i v e  c o n c e p ts  employed by a l l  s e le c te d  
a d m in i s t r a t iv e  t h e o r i s t s  o f  each  e r a - - S c i e n t i f i c  Management, Human 
R e l a t i o n s ,  and b e h a v io ra l - -w e re  concern  f o r  p ro d u c t iv e  e f f i c i e n c y  and 
concern  f o r  w orkers  as  humans. Most S c i e n t i f i c  Management a d m in i s t r a t i v e  
co n c e p ts  remained e s s e n t i a l l y  i n t a c t  w i th in  th e  S c i e n t i f i c  Management 
e r a .  For example, human e n g in e e r in g ,  s c i e n t i f i c  d e te rm in a t io n  of a 
p ro p e r  work day f o r  w o rk e rs ,  and th e  s c i e n t i f i c  m atching  of work and 
w orkers  w ere , f o r  a l l  p r a c t i c a l  p u rp o s e s ,  e x c lu s iv e  to  S c i e n t i f i c  
Management. In c o n t r a s t ,  few Human R e la t io n s  a d m in i s t r a t i v e  concep ts  
rem ained e x c lu s iv e  to  t h a t  e r a ,  though many (pe rhaps  m ost) were worded 
d i f f e r e n t l y  when adop ted  by t h e o r i s t s  of th e  b e h a v io ra l  e r a .  The
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m a jo r i t y  o f  Human R e la t io n s  co n ce p ts  were adop ted  and combined w ith  
t h e i r  own id e as  by modern, s t r u c t u r a l i s t  t h e o r i s t s .
FINDINGS
1. B efore the  tw e n t ie th  c e n tu r y ,  the  European C a m e ra l i s t s  and 
U n ited  S t a t e s  le a d e r  Woodrow Wilson had c o d i f i e d  c e r t a i n  a s p e c t s  of 
a d m in i s t r a t i o n .  The aim o f C a m e ra l i s t s  was to  i d e n t i f y  and in c re a s e  
so u rces  of revenue f o r  r u l e r s  o f  a u t o c r a t i c  s t a t e s .  Woodrow W ilso n 's  
p rim ary  c o n t r i b u t i o n  was h i s  s e a rc h  f o r  s c i e n t i f i c  a d m in i s t r a t iv e  p r i n c i ­
p l e s  to  promote governm ental e f f i c i e n c y .  No d i r e c t  r e l a t i o n s h i p  was 
d is c o v e re d  between the  id e a s  o f  the  C a m e ra l i s t s  and Woodrow Wilson
and l a t e r  a d m in i s t r a t i v e  t h e o r i e s .  The C a m e ra l i s t s  and W ilson were 
n a t u r a l l y  concerned  w ith  o p e r a t io n a l  a d m in i s t r a t i v e  e f f i c i e n c y ,  as  
were a l l  t h e o r i s t s .
2. S c i e n t i f i c  Management i d e a s ,  t h e o r i e s ,  and p r a c t i c e s  were 
m o d if ie d  by Human R e la t io n s  p r a c t i t i o n e r s  and e x p e r im e n te r s .  S c i e n t i f i c  
Managers c o n c e n t r a te d  on o r g a n iz a t i o n a l  e x c e l le n c e  and m e c h a n is t ic  
o p e r a t i o n a l  e f f i c i e n c y - - t i m e  and motion s t u d i e s .  Human R e la t io n s  
r e s e a r c h e r s ,  though concerned  w i th  o r g a n i z a t i o n a l  e f f i c i e n c y ,  made 
c r e a t i o n  o f  a work environm ent fa v o ra b le  to  the  m ee ting  o f  w o rk ers '  
human needs  t h e i r  prim ary  o b j e c t i v e .  S c i e n t i f i c  Managers b e l ie v e d
t h a t  th e  p a th  to  p ro d u c t iv e  e f f i c i e n c y  la y  in  e x c e l le n c e  of f i rm  
c o n s t r u c t  and in  s t r i c t  a t t e n t i o n  to  th e  d e t a i l s  of the  p ro d u c t iv e  p ro c e ss .  
Human R e la t io n s  t h e o r i s t s  emphasized the  amount and q u a l i t y  of worker 
in p u t  i n t o  decis ionm ak ing  and th e  e s ta b l i s h m e n t  and m ain tenance of 
a w o rk e r -c e n te re d  o r g a n iz a t i o n a l  a tm osphere .  S c i e n t i f i c  Managers and 
Human R e la t io n s  a d h e re n ts  s t r e s s e d —to  v a ry in g  d e g r e e s - - o p e r a t io n a l
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e f f i c i e n c y ,  b u t  t h e i r  p rim ary  p a th s  to  t h i s  la y  in  d i f f e r e n t  d i r e c t i o n s .  
S c i e n t i f i c  Managers m an ip u la ted  the  p ro d u c t iv e  p ro c e s s  to  g a in  
e f f i c i e n c y ,  w h ile  Human R e la t i o n s  a d h e re n ts  conce ived  o f  e f f i c i e n c y  
as  a byp roduc t o f  p le a s in g  w orkers .
3 .  In  th e  b e h a v io r a l  e r a  of a d m in i s t r a t i v e  developm ent,
Human R e la t io n s  t h e o r i e s  were m o d if ie d ,  a m p l i f i e d ,  and combined w ith  
c u r r e n t  a d m in i s t r a t i v e  th o u g h t .  Each b e h a v io r a l  t h e o r i s t  e x p re s sed  
concern  f o r  w o rk e rs '  n e e d s .  D e s ire  to  g e n e ra te  p ro d u c t iv e  e f f i c i e n c y  
a l s o  r e c e iv e d  c o n s id e r a b le  em phasis i n  th e  modern e r a .  C u r re n t ,  
b e h a v io r a l  t h e o r i s t s  were concerned  w i th  a d m in i s t r a t i v e  e f f i c i e n c y  
r e l a t i n g  to  th e  amount and q u a l i t y  o f  th e  p ro d u c t  o r  s e r v i c e .  Many 
b e h a v io r a l  t h e o r i s t s  employed S c i e n t i f i c  M anagers ' span of c o n t r o l ,  
command u n i t y ,  l i n e  and s t a f f ,  s t r i c t  c a re  in  o r g a n iz a t i o n a l  p la n n in g  
and s t r e s s e d  th e  im portance  o f  s e t t i n g  and a c h ie v in g  f i rm  g o a l s .
4 .  The a n te c e d e n t s  o f  b e h a v i o r a l  a d m in i s t r a t i v e  th e o r i e s  
were m a in ly  S c i e n t i f i c  Management and Human R e la t io n s  t h e o r i e s .  
B eh a v io ra l  t h e o r i s t s  e x t e n s i v e ly  r e s e a rc h e d  human o r g a n iz a t i o n a l  
conduct and b e h a v io r s .  In  th e  c u r r e n t  e r a ,  th e  Human R e la t io n s  
p r a c t i c e s  of t r a i n i n g  a d m in i s t r a t o r s  i n  the  com prehension of o rg an ­
i z a t i o n a l  b e h a v io r  and in c re a s e d  a d m in i s t r a t o r  involvem ent in  the 
f i rm  were m ajor emphases. S e v e ra l  o th e r  Human R e la t io n s  concep ts  
em phasized in  b e h a v io ra l  t h e o r i e s  w ere: l e a d e r s h ip  s t u d i e s ,  
in c re a s e d  w orker involvem ent in  f i rm  d ec is io n -m ak in g  p ro c e s s e s ,  
c r e a t i o n  o f  w o rk e r -o r ie n te d  work env iro n m en ts ,  use  o f  o r g a n iz a t i o n a l  
i n c e n t iv e s  f o r  w o rk e rs ,  s i t u a t i o n a l  l e a d e r s h ip  ap p ro ac h es ,  s o c i a l  
system s t h e o r i e s ,  human needs h i e r a r c h i e s ,  and p r o v is io n  f o r  m eeting  
w o rk e rs '  t o t a l  human n e e d s .
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S c i e n t i f i c  Management b e l i e f s  were borrowed and in c o rp o ra te d  
i n t o  many a d m in i s t r a t i v e  t h e o r i e s  i n  the  modern e r a .  Emphasis was 
focused  on th e  e x e c u t iv e  p r o c e s s ,  a s  w e l l  a s  o r g a n iz a t i o n a l  c o n s t r u c t ,  
e f f i c i e n c y ,  and e f f e c t i v e n e s s - - a l l  S c i e n t i f i c  Management i n t e r e s t s .
Many b e h a v io r a l  t h e o r i s t s  encouraged the  c r e a t i o n  and m ain tenance of 
o r g a n iz a t i o n a l  r a t i o n a l i t y ,  work d i v i s i o n ,  c a r e f u l  a u t h o r i t y  d e le g a ­
t i o n ,  t o t a l  f i rm  c o o r d in a t io n ,  i d e n t i f i c a t i o n  o f  f i rm  g o a l s ,  and the 
e s ta b l i s h m e n t  o f  fo rm al o r g a n iz a t i o n a l  a u t h o r i t y  s t r u c t u r e s - - a l l  
S c i e n t i f i c  Management p r e c e p t s .
C u rre n t  a d m in i s t r a t i v e  t h e o r i e s  a ro s e  from S c i e n t i f i c  Management 
and Human R e la t io n s  t h e o r i e s .  B eh a v io ra l  a d m in i s t r a t i v e  r e s e a r c h e r s ,  
w r i t e r s ,  and t h e o r i s t s  were m ain ly  in f lu e n c e d  by Human R e l a t i o n s ,  as  
was shown by t h e i r  c o n s ta n t  p re o c c u p a t io n  w i th  m ee ting  w o rk e rs '  human 
c o n c e rn s .  S c i e n t i f i c  Management's p r im ary  t h r u s t - - c o n c e r n  f o r  the 
p ro d u c t  o r  p ro d u c t iv e  e f f i c i e n c y - - w a s  secondary  to  m eeting  human needs 
f o r  most b e h a v io r a l  a d m in i s t r a t i v e  t h i n k e r s  and e x p e r im e n te r s .
IMPLICATIONS
1. There a re  more s i m i l a r i t i e s  th a n  d i f f e r e n c e s  in  the 
t h i n k in g  o f  S c i e n t i f i c  Managers and Human R e l a t i o n s  t h e o r i s t s .
T h e o r i s t s  of b o th  sch o o ls  were concerned  w i th  p ro d u c t iv e  e f f i c i e n c y  
and the  m ee ting  o f  w o rk e rs '  human n eed s .  The m ajor v a r ia n c e s  in  
S c i e n t i f i c  Management and Human R e la t i o n s  were th e  means to  th e se  en d s .
2. U n ited  S t a t e s  e d u c a to r s  of a l l  h i s t o r i c a l  e r a s  have 
g e n e r a l ly  n o t  comprehended the meaning and v a lu e  of th e o ry  to  e d u c a to r s .  
T each ing  about th e o ry  and i t s  u se s  has  t r a d i t i o n a l l y  been done, i f
a t  a l l ,  a s  an a d ju n c t  to  o t h e r ,  supposed ly  more im p o rtan t  d i s c i p l i n e s .
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3. A d m in i s t r a t iv e  th e o ry  in  the  U n ited  S t a t e s  appea red  and 
evo lved  a lm ost e n t i r e l y  as  a r e a c t i o n  to  th e  a c c e l e r a t i n g  demands of 
th e  I n d u s t r i a l  R e v o lu t io n  in  th e  U n ited  S t a t e s .  I n d u s t r i a l  and 
e d u c a t io n a l  a d m in i s t r a t i v e  t h e o r i e s  o r ig i n a t e d  p r im a r i ly  w i th in  the 
U n ite d  S t a t e s .
4 .  Minimal a t t e n t i o n  in  con tem porary  e d u c a t io n a l  l i t e r a t u r e  
h as  been g iven  r e l a t i o n s h i p s  among a d m in i s t r a t i v e  t h e o r i e s .  This  
c o n t in u in g  h i s t o r i c a l  om iss ion  has caused  c o n fu s io n  as  to  the meaning and 
p r a c t i c a l i t y  of th e o ry  f o r  e d u c a t io n a l  a d m in i s t r a t o r s  and s u p e rv is o r s .
RECOMMENDATIONS
1. E x te n s iv e  r e s e a r c h  should  be conduc ted  on a l l  m ajor  e r a s  
and p ro c e s s e s  o f  a d m in i s t r a t i v e  th e o ry  c r e a t i o n .  H i s t o r i c a l  in f lu e n c e s  
on th e o ry  evolvem ent shou ld  be i d e n t i f i e d ,  a n a ly z e d ,  and s e t  f o r t h .
2. The r e v i v a l  of i n t e r e s t  in  th e  development and p r a c t i c a l i t y  
of a d m in i s t r a t i v e  th e o ry  shou ld  be accompanied by a co rre sp o n d in g  
a p p r o p r ia t e  a l l o c a t i o n  of r e s e a r c h  fu nds .
3 . S e p a ra te  d ep ar tm en ts  and know ledgeab le ,  s t im u la t in g  
i n s t r u c t o r s  shou ld  be p ro v id ed  fo r  th e  te a c h in g  o f  a d m in i s t r a t i v e  
t h e o r y - - i t s  m eaning, h i s t o r i c a l  developm ent, and p r a c t i c a l  u sage .
S u i t a b l e  s tu d i e s  i n  a d m in i s t r a t i v e  th e o ry  should  be r e q u i r e d  o f  a l l  
who p la n  to  e n t e r  e d u c a t io n a l  a d m in i s t r a t i o n  and s u p e r v is io n .
4 .  E x h a u s t iv e ,  co n t in u o u s  r e s e a r c h  shou ld  be done on the  
p ro c e s s e s  o f  th e o ry  b u i l d in g .  R esearch  c o n c lu s io n s  shou ld  be p e r io d ­
i c a l l y  p u b l i s h e d  and made a v a i l a b l e  to  i n t e r e s t e d ,  concerned  e d u c a to r s .  
Care shou ld  be ta k en  to  c l a r i f y  the  meaning of th e o ry ,  i t s  c o n s t r u c t io n  
p r o c e s s e s ,  and i t s  p r a c t i c a l  u s e s .
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